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Abstract 
Recent advances in digital technologies appear to offer tremendous potential for 
organisations to transform their business and improve their value proposition to 
customers. Whereas an increasing number of public and private sector organisations 
are adopting a Digital Strategy, academic research on this topic is sparse. There is 
limited understanding of its purpose and strategic positioning and little guidance for 
practitioners in its process for development. This exploratory study aims to address 
these gaps by investigating the following research questions:  
1. What is a digital strategy? 
2. How is a digital strategy developed? 
 
An extensive literature review explores the constructs of business strategy, 
information technology strategy and digital strategy. The study adopts a multi-
method approach comprising a qualitative survey and multiple-case study. Data 
collection methods included semi-structured interviews and review of organisational 
documents. The data was encoded using NVivo to facilitate thematic analysis. 
Pattern-matching and cross-case synthesis were employed to analyse the themes that 
emerged from each case. The resulting themes were compared with those generated 
from the qualitative survey. These were categorised as six meta-themes and three 
theoretical constructs: the purpose of digital strategies, the positioning of digital 
strategies, and the process of developing digital strategies. The study derives a final 
set of 18 themes relating to the purpose, positioning and process of digital strategy 
development and finds that an adapted design-led innovation framework may be 
useful in understanding the digital strategy formulation process. 
 
This is the first empirical study that seeks to explore, qualitatively, the purpose of 
digital strategy and determine the positioning of a digital strategy alongside 
conventional business strategies. The study aims to provide a robust foundation for 
future academic research on Digital Strategy and provides a potential framework for 
organisations to develop their digital strategies. Preliminary findings from this study 
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have been accepted within the academic community and published by the 
Australasian Conference on Information Systems 2015. 
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Definition of Key Terms 
Table 1 below outlines the view adopted in this study of various relevant phenomena. 
 
Table 1: Definition of Terms 
Term Definition 
Digital Represents recent technological ‘megatrends’ (advances or 
phenomena) and the consequent social and economic 
changes 
Digital Technologies Recent technological ‘megatrends’ (advances or 
phenomena) e.g. social media, cloud computing, mobility, 
big data and data analytics, and internet of things. 
Digital Disruption The way in which recent technological megatrends and the 
consequent social and economic implications are 
dramatically impacting firms and industries (e.g. by 
disrupting existing business models), which may present 
both new opportunities and risks to the firm. 
Digital Assets Digital technologies, data, platforms, and networks, the 
resulting social and economic changes, and the business 
ecosystems they facilitate that are valuable to the firm 
Resources “… stocks of… factors… [that are available to the firm, 
that may be] converted into final products or services by 
using a wide range of other… [available] assets and 
bonding mechanisms such as technology, management 
information systems, incentive systems, trust between 
management and labour, and more. These resources 
consist… of knowhow that can be traded (e.g. patents and 
licenses), financial or physical assets (e.g. property, plant 
and equipment), human capital, etc.” (Amit & 
Schoemaker, 1993, p. 35).  
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Term Definition 
In the context of the current study, digital resources 
include digital assets, platforms, networks and capabilities 
available to the firm that are external to the organisation 
and may not be controlled by the organisation (D’Cruz, 
Timbrell, & Watson, 2015). Digital resources may also 
comprise “human, relational/social, and/or technology 
components, all of which interact with, and can hold 
implications for, the other components” (Drnevich & 
Croson, 2013, p. 485). In this regard, the current study 
considers partners, suppliers, consumers and the wider 
network and ecosystem in which an entity’s operates as a 
potential asset or resource to the firm to the extent that 
they allow the firm to create and appropriate value. 
Capabilities “… refer to a firm’s capacity to deploy resources, usually 
in combination, using organizational processes, to effect a 
desired end” (Amit & Schoemaker, 1993, p. 35) 
Digital Tactics Tactical choices relating to digital phenomena made within 
the constraints of the firm’s business model(s) 
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Chapter 1: Introduction 
1.1 RESEARCH CONTEXT 
Companies such as Airbnb and Uber, which began as small start-ups with an 
innovative / novel business model and subsequently achieved exponential growth 
and profits, have been well-studied and heralded as successful businesses in the 21st 
century. Similarly, companies such as Amazon and Apple have been cited as 
examples of corporations that are effectively competing in an increasingly digital 
economy by redefining existing industry sectors (Bharadwaj, El Sawy, Pavlou, & 
Venkatraman, 2013). These companies have transformed their industries with the aid 
of digital technologies. 
The potential for business transformation that recent digital technologies and 
innovations provide however is not limited to small start-up companies or digital 
enterprises. For example, consider the automotive industry, a traditional bricks-and-
mortar industry that has existed since the late 19th century. In the 20th century, car 
manufacturers began focusing their attention on process improvement and waste and 
defect minimisation by implementing methodologies such as LEAN and Six Sigma. 
The 21st century car manufacturer, therefore, has moved beyond ‘transactional / 
process innovation’ and improvements, to achieving more ‘transformational 
innovation’ (Rosemann, 2012) using digital technologies and capabilities. For 
instance, in 2013, incidents were reported in the United States of Tesla’s Model S car 
catching fire, which was found to be caused by the vehicle having insufficient 
clearance from the ground under certain circumstances that increased the likelihood 
of combustion (Colvin, 2015). Tesla addressed the issue by transmitting a software 
update to affected vehicles, eliminating the requirement for an expensive recall, 
which would have been the traditional response of car manufacturers (Colvin, 2015). 
In fact, Tesla’s business model is vastly different to a conventional car manufacturer 
– without any dealerships, the company allows customers to configure a car and 
purchase it online, and test drive vehicles in its showrooms (Colvin, 2015). The use 
of advanced electric technology also allows Tesla to manufacture cars with lesser 
employees and capital than competitors (Colvin, 2015). Further, Tesla has emerged 
as one of the first-movers in facilitating autonomous driving by transmitting a 
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software update to its automobiles worldwide to coordinate “sensors, cameras, GPS 
and controls already on board the cars”, with a backup human driver to take the 
wheel if required (Vella, 2016, p. 26). Self-driving technology, besides transforming 
the travel experience, is also transforming the parking experience, whereby cars 
provide valet service by dropping off passengers at the necessary location, detecting 
a signal to the nearest available parking spot and proceeding to park (Vella, 2016). 
Tesla currently offers smartphone functionality that allows riders to summon their 
vehicle from parking (Vella, 2016). Although Tesla currently has first-mover 
advantages in the manufacturing of self-driving cars, numerous companies intend to 
follow suit in the near future including General Motors and Mercedes-Benz (Vella, 
2016). In fact, upon scanning the future environment, Ford’s chairman refers to the 
firm as a ‘mobility’ company rather than a car manufacturing company (Vella, 
2016), which demonstrates the way in which self-driving technology is redefining 
and transforming businesses and industries. While Uber currently disrupts the 
business models of entities within the taxi industry, its present business model will 
perhaps be disrupted by the prevalence of autonomous cars in the future. 
 
Current and emerging digital technologies and capabilities present both risks and 
opportunities for organisations, as they facilitate a transformation or ‘disruption’ of 
the environment and the way in which entities traditionally operate and compete 
within that environment. Additionally, the nature of current digital technologies is 
revolutionising and redefining stakeholder relationships, behaviour and expectations, 
which has implications for the way in which organisations create and capture value 
and ensure competitiveness (Bharadwaj et al., 2013; Pagani, 2013). In this context, it 
is imperative for organisations to understand better the phenomenon of digital 
strategies and the way in which to approach digital strategy development to 
effectively compete in an increasingly digital world. 
 
Bucolo and Wrigley (2014) assert that design thinking contributes to the strategic 
value derived by organisations, and allows firms to better differentiate themselves 
from competitors through innovation that is informed by deep customer insights. It is 
claimed that design thinking offers an entity “a different way of framing situations 
and possibilities, doing things, and tackling problems: essentially a cultural 
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transformation of the way it undertakes its business” (Bucolo, Wrigley, & Matthews, 
2012, p. 18). According to T. Brown (2008, p. 85), design thinking can transform the 
approach used to develop “products, services, processes - and even strategy”. This 
prompts consideration of the role of design thinking (if any) in the digital strategy 
development process. The next section outlines the research problem and questions 
that the current study aims to investigate. 
 
1.2 RESEARCH PROBLEM AND QUESTIONS 
Several academic studies have been conducted to explore the phenomenon of digital 
strategy (Bharadwaj et al., 2013; Grover & Kohli, 2013; Mithas, Tafti, & Mitchell, 
2013; Pagani, 2013). Nonetheless, a clear, well-accepted and comprehensive 
understanding of digital strategy and its relationship to existing conventional 
strategies does not appear to exist, which is a research gap that the current study aims 
to address. Given the characteristics, implications and affordances of emerging 
digital technologies, conventional strategies and traditional frameworks and models 
for strategy derivation in the business and information systems discliplines appear 
inadequate. Thus, a clear and comprehensive understanding of the phenomenon of 
digital strategy is essential and a prerequisite to facilitating effective digital strategy 
derivation to allow entities to operate and/or compete effectively in the digital age by 
harnessing opportunities and addressing threats that arise from emerging digital 
technologies. Additionally, a clear understanding of the positioning of digital 
strategies relative to conventional strategies is imperative to ensure that the digital 
strategy adequately supports the objectives of the business and corporate strategies 
by shaping the business model of organisations and thus, functional strategies. This 
leads to the following research question: 
Research Question 1: What is a digital strategy? 
 
The following sub-questions will guide the investigation into the above research 
question: 
1. What is the purpose of a digital strategy? 
2. What is the positioning of a digital strategy within an organisation? 
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Academic literature on digital strategy development is currently sparse and does not 
appear to provide a framework to guide and support digital strategy derivation. This 
prompts the second research question for this study: 
Research Question 2: How is a digital strategy developed? 
 
Given that design thinking emerged as an important element in the digital strategy 
development process during data collection, and there is evidence in the academic 
literature to support the premise that design thinking may influence the approach to 
strategy development, the following sub-questions were formulated to guide the 
investigation into the above research question: 
1. How do organisations develop digital strategies? 
2. What is the role of design thinking in the digital strategy development process? 
 
Investigating these research questions and addressing identified gaps will hopefully 
lead to a more comprehensive understanding of digital strategies and digital strategy 
development, thereby allowing organisations to operate and/or compete more 
effectively in an increasingly digital world. The next section outlines the significance 
of this research study. 
 
1.3 SIGNIFICANCE OF THE RESEARCH 
In recent times, the ‘digital’ phenomenon is receiving greater attention among senior 
management, and increased representation at the board level of organisations, which 
is evident through the emergence of a new C-Suite role, the Chief Digital Officer 
(CDO). In 2013, 52% of senior executives surveyed by Gartner asserted that their 
organisations had a ‘digital strategy’ in place (McGee, 2013). Organisations continue 
to invest substantially in digital technologies and solutions, with Gartner (2014) 
having forecasted an increase of 7.4% in technology spending in 2015 within the 
Asia Pacific region to a sum of US$811 billion to “embrace the digital economy”. 
 
A similar trend is evident in the public sector with numerous governments at the 
various levels (Federal, State and Local) worldwide introducing digital government 
strategies. In fact, it is expected that by achieving the highest levels of digitisation 
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and digital maturity in the public sector, government organisations globally may 
realise cost savings and enhanced operations that translate into $1 trillion in financial 
value (Dilmegani, Korkmaz, & Lundqvist, 2014). In Australia, the Digital 
Transformation Office (DTO) was established in 2015 to “lead the transformation of 
government services to deliver a better experience for Australians” (Digital 
Transformation Office, n.d.).  
 
Yet, despite significant organisational investments in digital initiatives, an increasing 
representation of the phenomenon at the board level, and an exponential growth in 
the advancement, uptake and permeation of digital technologies, academic research 
to date provides limited guidance in the approach to formulate digital strategies. 
Further, current academic literature does not provide a comprehensive understanding 
of digital strategies and fails to clearly establish the difference between digital 
strategies and existing conventional strategies such as an Information Technology 
strategy. The current study aims to address these research gaps by eliciting various 
conceptions of digital strategies and providing a framework that organisations can 
use to effectively develop digital strategies that allow available digital assets and 
capabilities to be identified and exploited to achieve intended objectives and 
outcomes. Recent digital advances have disrupted the way organisations operate, 
compete, engage and/or collaborate with clients and other stakeholders, and create 
and/or capture value. This calls for novel business models, dynamic strategies, and 
new approaches for strategy derivation in the digital era. By providing a clear and 
comprehensive understanding of digital strategies as well as a framework for digital 
strategy derivation underpinned by design thinking, this study provides a robust 
foundation to aid both, further cross-disciplinary and interdisciplinary academic 
research on the phenomenon as well as digital strategy derivation in industry. The 
next section elaborates on the contribution of this research to academia and industry. 
 
1.4 CONTRIBUTION OF THE RESEARCH 
This research is anticipated to provide numerous benefits to both academia and 
industry. This seems to be the first academic research study that aims to investigate 
qualitatively the diverse conceptions of digital strategies, which will provide an 
understanding of the purpose of digital strategies and its positioning relative to 
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conventional strategies. By positioning digital strategy as a distinct construct to the 
business strategy and the information technology strategy, the study highlights the 
need to explore novel approaches for digital strategy development given recent 
technological advances and the consequent social and economic implications, which 
have disrupted traditional business models and value propositions, prompting the 
need for dynamic and evolving strategies that are driven by deep customer insights. 
Additionally, this study explores a new approach for digital strategy derivation to 
inform academic research and industry practice, which may be currently encumbered 
by the antiquated frameworks, processes and methods conventionally employed to 
develop strategies in the business and information systems contexts.  
The following academic benefits are expected to result from this project: 
1. This study will contribute to and expand the current knowledge and academic 
literature on digital strategies and more broadly, strategy development in general. 
It will provide a greater understanding of the purpose and positioning of digital 
strategies relative to conventional strategies. Additionally, this study will provide 
a framework for digital strategy derivation, which is expected to advance existing 
knowledge on the approach to develop digital strategies. Future research could 
explore the relevance and applicability of the proposed approach to strategy 
development in other domains. 
2. This study draws on and integrates existing academic literature from various 
domains such as business management, information technology management, 
and innovative design, to investigate the phenomenon of digital strategies from a 
novel perspective. 
3. This study aims to provide a clear, comprehensive, deeper and more unified 
understanding of digital strategies. This will provide a robust foundation for 
subsequent research into the phenomenon of digital such as research that seeks to 
prescribe frameworks to assess and improve the digital maturity of organisations. 
4. This study will provide opportunities for further research, for instance, to explore 
whether the findings from the current study may be applicable in other contexts 
such as small businesses or organisations that operate in other geographical 
locations. 
 Chapter 1: Introduction 7 
5. This study will provide opportunities for subsequent explanatory and 
confirmatory research to explain and validate the findings that emerge from the 
current research project. 
 
The following applied benefits are expected to result from this research study: 
1. This study will provide practitioners a better understanding of digital strategies, 
their purpose, and their relationship to existing conventional strategies, which 
would prove useful in establishing appropriate governance. 
2. This study will provide guidance to industry practitioners in formulating digital 
strategies by providing a framework and approach for digital strategy derivation. 
This is expected to assist firms operate and compete more effectively in an 
increasingly digital world. 
The next section outlines the scope of the current study. 
 
1.5 SCOPE OF THIS STUDY 
This study seeks to explore the phenomenon of digital strategy within large, 
traditional organisations primarily in an Australian context. This includes both 
private and government organisations. Note that where global professional service 
firms were invited to participate in this study, senior executives within their 
Australian practice were interviewed. The next section outlines the research strategy 
adopted to conduct the current study. 
 
1.6 RESEARCH STRATEGY 
This is an exploratory study within the interpretivist research paradigm that adopts an 
ontological position of realism, an epistemological position of constructionism, and a 
qualitative approach to data collection and analysis. This is a multi-method study that 
employs two different methodologies to gather and analyse data: a qualitative survey, 
to elicit a wide range of conceptions on digital strategies, and a multiple case study, 
to study the phenomenon in greater depth.  
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The qualitative survey was conducted through semi-structured interviews with six 
senior executives / individuals with extensive experience in the development and/or 
implementation of digital strategies. A multiple case study was conducted by 
examining the digital strategies formulated within two government departments 
using multiple sources of evidence, semi-structured interviews and document 
analysis (where document(s) were supplied), to triangulate evidence and corroborate 
findings. In this study, a case is defined as the digital strategy that was developed by 
each case organisation. The next section outlines the structure of this dissertation. 
 
1.7 DISSERTATION STRUCTURE 
This chapter introduces the research topic and outlines the research context, research 
problem and questions, the significance and contribution of this study, the study’s 
scope and the research strategy employed. 
 
Chapter 2 presents a review of the existing literature on the phenomenon and related 
constructs including business models and business strategy, information technology 
strategy and business / IT alignment, digital, digital strategy and design thinking. 
 
Chapter 3 outlines the philosophical assumptions upon which the current study is 
based and discusses the approach employed to conduct the research including the 
sampling strategy and methods and the way in which research quality was ensured. 
 
Chapter 4 provides contextual information about the participants in this study and a 
summary of each of the interviews and document(s) with supporting evidence. 
 
Chapter 5 presents the results of the data analysis and compares the findings that 
emerged from the data with existing literature to generate new insights. 
 
Chapter 6 concludes this dissertation by summarising the main findings arising from 
this study. Additionally, it considers the implications of the findings for both industry 
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practitioners and academia. The limitations of this research study and opportunities 
for future research are also presented. 
 
 

 Chapter 2: Literature Review 11 
Chapter 2: Literature Review 
2.1 INTRODUCTION 
This literature review firstly examines the concept of ‘digital’ across different time 
horizons to explore the way in which conceptualisations of the phenomenon have 
evolved with different generations of the web. The affordances of recent 
technological advances and the evolution of the web have profound social and 
economic implications, giving rise to new business models, dismantling traditional 
barriers and boundaries, and transforming the way that entities operate, create value 
and/or appropriate value. This highlights the need to explore the relevance of 
conventional approaches to strategy development in an increasingly digital world. 
Information systems management research has heavily drawn upon theories and 
concepts from the business discipline. Thus, the literature review secondly examines 
definitions of strategy, approaches to strategy development and relevant theories, 
frameworks and models from a business perspective to explore their applicability in 
the digital context. 
 
While fundamental conceptualisations of strategy in the business context remain 
relevant (e.g. realised strategy may comprise aspects of intended and emergent 
strategy), the assumptions and values underpinning traditional models and 
frameworks such as the five competitive forces, value chain analysis and resource-
based view have rendered aspects of the model irrelevant in a digital context. For 
instance, new business models built on the concept of “free things” (Anderson, 2009, 
pp. 20-29) indicates that a cost leadership strategy may increasingly be less likely to 
provide competitive advantage in certain contexts. This prompts consideration of the 
concepts of strategy, business model and business model innovation. 
 
Thirdly, approaches to developing and implementing an Information Technology 
(IT) strategy, the notion of business and IT alignment, and the diffusion of 
innovations and technology adoption will be examined, to explore the extent to 
which these approaches, frameworks and models may be applicable in the digital 
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context. Traditional IT models such as the Strategic Alignment Model and the 
Balanced Scorecard primarily have an internal focus on the firm and appear to be 
less relevant in deriving digital strategies as they fail to consider the external 
environment in which the entity operates, and the opportunities and threats that arise 
from digital advances and the resulting social and economic implications. While an 
IT portfolio approach to managing strategic initiatives across three different horizons 
of time is thought to be effective, the Three Horizons Model does not appear to 
provide a framework for identifying and managing optimal initiatives for the future. 
The technology adoption model is briefly examined to highlight the need for entities 
to consider the category in which they intend to position the organisation. It would 
appear that entities that seek to actively compete and lead in the digital era should 
strive to position themselves as an innovator or early adopter of digital technologies 
to gain competitive advantage. 
 
Fourthly, the various conceptualisations of digital strategy and approaches to digital 
strategy development will be explored. This highlights the need for a clear and 
comprehensive understanding of the purpose and positioning of digital strategies and 
the way in which digital strategy derivation may be approached, which is the focus of 
the current study. 
 
Finally, the concept of design thinking and the design-led innovation framework will 
be examined to explore their applicability in the digital strategy derivation process. 
Existing literature indicates that the design-led innovation approach may be used to 
derive a business model and strategy for an entity based on deep customer insights 
(Matthews, Wrigley, & Bucolo, 2013). Additionally, there have been preliminary 
attempts to apply the design-led innovation framework in digital strategy 
development (Price, Wrigley, Matthews, & Dreiling, 2014). The design-led 
innovation approach based on design thinking may be apt for digital strategy 
derivation as it provides a way to co-design solutions and strategy (T. Brown, 2008) 
based on deep insights to meet the current and future needs of customers in complex 
and dynamic environments. The sections that follow examine each of these 
constructs in turn. 
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2.2 DIGITAL 
In modern times, the term ‘digital’ often features in the rhetoric of business 
executives and management and appears to be a construct of increasing significance 
with the appointment of C-level executives such as a Chief Digital Officer. However, 
‘digital’ is not a new construct and as Miller (2006, pp. 8-9) indicates digital data has 
existed since the 19th century when Morse code was used by telegraph operators to 
encode data, which was then digitally transmitted through the electric telegraph. 
There appears to be little academic literature particularly in the IS discipline that 
attempts to define what is meant by the term ‘digital’ in the context of its modern 
usage. 
 
A brief examination of industry research and literature indicates the following 
notions of digital. According to Swabey (2013), in modern computing, the concept of 
‘digital’ has prevailed since the birth of personal computing and microprocessors. 
The notion of ‘being digital’ existed since the late 1990s and referred to using 
technology “to replace physical or analogue atoms with digital bits” (McDonald & 
Rowsell-Jones, 2012, p. 10). McDonald and Rowsell-Jones (2012, p. 10) encourage 
organisations to look beyond digital automation and substitution commonly 
employed in a firm’s internal operations, to evolve or transform their business model 
by seeking new revenue opportunities to create a “digital edge”. Swabey (2013) 
argues that the term ‘digital’ may have different connotations and may be used to 
refer to different horizons of time (Swabey, 2013). The sections below discuss the 
possible connotations of ‘digital’ in the IS context over different time horizons. 
 
2.2.1 The Past 
The first generation of the web ( ‘Web 1.0’), primarily known for static websites 
offering limited interactivity (Aghaei, Nematbakhsh, & Farsani, 2012), facilitated e-
business and e-commerce whereby the internet was used to procure and sell goods 
and services and create a digital marketplace for vendors and customers to undertake 
business (Kollmann & Lomberg, 2010, p. 1204). The next section explores 
conceptions of ‘digital’ relating to the present time. 
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2.2.2 The Present 
According to O'Reilly (2007, pp. 1-16), Web 2.0 is “a set of principles and practices” 
that leverages “the long tail” and extends “to the entire web”, obtaining valuable and 
unique data that competitors cannot access, integrating services to innovate, 
encouraging user participation and harnessing intelligence, such as through blogs and 
wikis, delivering software as services with new functionality and updates provided 
regularly, supporting light weight models, ensuring interoperability of software, and 
offering “rich user experiences”. 
 
In a global survey conducted by McKinsey in 2012, C-level executives identified the 
following top trends that are important from a strategic perspective in ‘digital 
businesses’: “big data and analytics, digital marketing and social-media tools, and the 
use of new delivery platforms such as cloud computing and mobility” (B. Brown & 
Sikes, 2012). In addition, O'Reilly (2014, p. 71) claims that a significant “part of the 
current revolution is the manner in which intelligent machines augment humans in 
new ways”. Additionally, a phenomenon that offers immense potential for digital 
transformation is the ‘Internet of Things’, which Manyika et al. (2013, p. 52) define 
as “the use of sensors, actuators, and data communications technology built into 
physical objects–from roadways to pacemakers–that enable those objects to be 
tracked, coordinated, or controlled across a data network or the Internet”. As 
Rosemann (2014, pp. 12-14) asserts, the Internet of Things offers potential for 
tremendous transformation due to four main affordances, namely:  
1. Facilitating usage-based pricing models as a result of being able to connect to 
things and track the status and usage of physical objects;  
2. Reducing latency of things through prompt detection and analysis of event data, 
such as adjusting medication as a result of accessing real-time medical 
information for patients;  
3. Providing other business and revenue opportunities as thing-related data may be 
used to provide analytic and recommender services; and, 
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4. Improving value propositions for entities involved in sharing assets and 
capitalizing on things that are idle or not being utilised to capacity. For instance 
Airbnb is a popular platform used to rent out people’s unused living areas. 
 
One of the big four consulting firms, Deloitte (2012, p. 2), indicates that recent 
digital innovations, while “extensions of the computing and online advances of the 
past few decades”, are “changing economies and markets, and reinventing 
relationships between organisations, suppliers and customers”, thereby disrupting 
businesses. As McQuivey (2013, pp. 46-50) highlights, current technologies allow 
entities to “build digital bridges” to their clients, frequently measure results, obtain 
real-time feedback (perhaps directly from the digital platform) and accordingly 
enhance solutions through expedient iterations. Keen and Williams (2013, p. 644) 
extend this understanding and argue that ‘value’ in today’s world is often defined by 
consumers and is increasingly “a function of the choice space”, which is continually 
evolving and growing as organisations exploit dynamic and adaptive “ecocomplexes 
of relationships” to provide “new dimensions of value”. In this regard, Bharadwaj et 
al. (2013) claim that firms increasingly co-create and appropriate value in a complex 
and dynamic network of firms. Additionally, it appears that customers are 
progressively contributing to organisations’ value propositions, for instance, by 
facilitating ‘Prosumer’ business models (Rosemann, Magnus, & Mikael, 2011) such 
as those of Airbnb and Uber, or by participating in crowdsourcing initiatives (D’Cruz 
et al., 2015; O'Reilly, 2007). 
 
Contemporary digital technologies are altering the dynamics between the firm and its 
customers and transforming the way in which entities compete. As Grover and 
Ramanlal (1999) assert, traditional economic theories suggest that technology has the 
potential to advantage consumers by: 
• Reducing transactions costs; 
• Minimising conceived product complexity; 
• Lessening asset specificity (by increasingly allowing customisation of products) 
and; 
• Enhancing the free and efficient flow of information. 
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However, Grover and Ramanlal (1999) claim that firms may respond to recent 
technological advances in a way that allows the organisation to continue to 
appropriate value by maximising producer surplus through one or more of the 
following: 
• Customisation through product versioning - segmenting the market into different 
groups and offering multiple versions of a product to meet the needs of each 
customer group (e.g. Spotify, the digital music service provider offers a free 
version of the product that is supported by advertising, and a premium version 
which includes additional features without advertisements); 
• Appropriating value through a supply chain monopoly; 
• Bundling unique components, products and services with generic components, 
products and services to prevent comparative shopping; 
• Limiting the free flow of information across different markets’ 
• Leveraging network effects / externalities (for instance, an entity can build a 
large customer base such as by providing free software thereby initially 
increasing the consumer surplus. However, this later results in the organisation 
obtaining an advantage by increasing the barriers of entry for new entrants, and 
the resulting increase in exit costs for consumers. An example of such a company 
could be Facebook); and, 
• Low price guarantees and price matching, which lead to price fixing implicitly. 
 
Further, technology-related costs of processing and storing data and information, and 
digital communications are declining exponentially (Grover & Ramanlal, 1999; 
Sambamurthy, Bharadwaj, & Grover, 2003). It may be argued that lower technology 
costs reduce barriers to market entry. Additionally, aspects of Web 2.0 such as 
“innovation in assembly” may increase substitute products, for instance, through 
mash-ups by integrating available services (O'Reilly, 2007, p. 13). 
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Additionally, Sambamurthy et al. (2003, p. 243) assert that technology can enable a 
firm to become more agile due to the nature of ‘digital economics’ (as opposed to the 
traditional “economics of physical components”) whereby: 
• The fixed costs associated with producing information assets are significantly 
greater as a result of the need to develop intellectual capital (as opposed to plant 
and equipment); 
• The marginal costs for firms are quickly declining with the advent of new 
technologies; 
• Coordination costs have significantly declined thereby providing increased 
opportunities for firms to combine digital components to create novel products of 
value (e.g. Apple designs the iPhone but the components of the smartphone are 
made and assembled by other organisations); and, 
• Positive network effects can rapidly increase the size of a firm’s customer base 
(e.g. Facebook). 
 
Moreover, Bharadwaj et al. (2013) identify various ways that firms can create and 
capture value in a digital world such as through: 
• Appropriating greater value from information e.g. by providing more tailored 
offerings to customers based on customer information on social media platforms 
such as Facebook; 
• Multisided and multilayered business models where organisations provide a 
consumer surplus in one layer to capture value in another layer; 
• Coordinated business models in a network of firms e.g. in the ecosystems relating 
to mobile devices, complex coordination is required between hardware 
manufacturers, application developers, software (operating system) providers, 
and other service providers such as Facebook; and, 
• Controlling digital industry architecture. 
 
While it is beyond the scope of the current study to explore in detail the economic 
implications of recent technological advances, a brief discussion was provided above 
to illustrate the way in which current digital technologies are evolving economic 
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theory and changing the way in which organisations compete. The next section 
explores possible conceptions of ‘digital’ relating to the future. 
 
2.2.3 The Future  
Despite limited consensus on the features of the next generation of the web, large 
quantities of user-generated content prompt the need for novel ways of managing, 
integrating and extracting meaning from data (Barassi & Treré, 2012, p. 1272). Web 
3.0 is often tied to the notion of the Semantic web, which aims to allow devices “to 
understand and create meaning from semantic data” (Barassi & Treré, 2012, p. 1272) 
resulting in such things as tailored responses and service offerings (Kollmann & 
Lomberg, 2010). In addition, according to Rosemann (2014, pp. 13-14), the Internet 
of Things will logically evolve into the Internet of People whereby data or ‘life 
events’ collected through smart things will be aggregated on people, with businesses 
and things being treated as attributes in customers’ lives. 
 
2.2.4 Summary 
In summary, there appears to be some ambiguity surrounding the meaning of the 
term ‘digital’, and current academic literature in the IS discipline seems to have done 
little to define what is meant by the term ‘digital’ in the context of its modern usage. 
This literature review explores the notion of ‘digital’ across different time horizons 
and draws parallels between technological advances associated with different 
generations of the web, and the way in which this may have contributed to different 
conceptions of ‘digital’. In the context of its modern usage, the phenomenon appears 
to be related to recent technological advances, which have led to changes in customer 
behaviour and expectations, and the disruption of existing business models by 
presenting new opportunities and threats. Current technological trends such as social 
media, mobile, cloud computing, data analytics, and the Internet of Things, are re-
defining business relationships and enabling entities to provide rich customer 
experiences and obtain competitive advantages by better understanding customer 
behaviour. The next section explores the concepts of business models and strategy to 
examine the relevance of conventional theories, frameworks and models within 
business management literature in the context of an increasingly digital world 
characterised by digital disruption as examined in this section. 
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2.3 STRATEGY AND BUSINESS MODELS 
This section explores the concept of strategy from a business perspective, approaches 
to strategy derivation, the strategic management process, and associated theories, 
models and frameworks. Information Systems Management research has drawn 
heavily on and integrated theories on strategy from reference disciplines (Refer to 
Table 2). While it is beyond the scope of this literature review to examine all of these 
theoretical perspectives, Table 2 has been included to ensure completeness and 
provide context to subsequent discussions. The resource-based view of the firm, a 
competence-based theory, is briefly explored later in this literature review. 
Table 2: Reference Discipline Theories on Strategy Integrated in MIS Research 
Source: Drnevich and Croson (2013, p. 487) 
2.3.1 Definition of Strategy 
Hax (1990, p. 34) proposed one of the most comprehensive definitions of strategy 
stating that the construct comprises six main characteristics: 
1. Strategy establishes organisational objectives and purpose, necessary action
programs and priorities for the allocation of resources (Hax & Majluf, 1988, p.
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99). According to Mintzberg (1978, p. 935), such an understanding of strategy 
implies that the construct is “(a) explicit, (b) developed consciously and 
purposefully, and (c) made in advance of the specific decisions to which it 
applies.” Referring to this as “intended strategy”, the author argues that strategies 
may also emerge in response to environmental changes, termed “emergent 
strategy” (Mintzberg, 1978, p. 935; 1987, p. 68). 
2. Strategy may be perceived as a “coherent, unifying, and integrative pattern of 
decisions” (Hax, 1990, p. 34; Hax & Majluf, 1988, p. 100), which Mintzberg 
(1978, p. 935) refers to as “realized strategy”. According to Mintzberg (1987, p. 
68), “strategies can form as well as be formulated. A realized strategy can emerge 
in response to an evolving situation, or it can be brought about deliberately, 
through the process of formulation followed by implementation.” A model 
underpinning by these notions of strategy was developed by Johnson and Scholes 
(as cited in Ward & Peppard, 2002, p. 86) and is depicted in Figure 1. 
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Figure 1: Johnson and Scholes’ Model of Strategy 
Source: Ward and Peppard (2002, p. 86) 
3. Strategy defines an entity’s “competitive domain” (Hax, 1990, p. 35).
4. Strategy provides a way of achieving and maintaining competitive advantage
over the long term by responding to threats and opportunities in the external
environment and strengths and weaknesses in the internal environment (Hax,
1990, p. 35). While the traditional perspective of strategy is associated with the
notion of achieving a competitive advantage that may be sustained over the long
term, the feasibility and desirability of striving to achieve sustainable, long-term
competitive advantage is challenged (McGrath, 2013b) particularly in the digital
era as explored later in this chapter.
5. Strategy defines an entity’s planned contribution to stakeholders (Hax, 1990, p.
36). 
6. Strategy logically separates roles and tasks undertaken by management at the
functional, business and corporate levels (Hax, 1990, p. 36).
A corporate strategy is required to determine an organisation’s mission and goals, 
review and authorise proposals from the functional and business levels, allocate 
resources based on the entity’s priorities and to recognise and leverage synergies 
between business units (Hax, 1990, p. 36). For example, a corporate-level, growth 
strategy aims to expand an entity’s operations by expanding its product offering 
and/or entering new markets, whereas a stability strategy would seek to minimise 
change for instance, by sustaining market share, retaining the same customer base 
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and continuing to provide the same product / service lines (Robbins, Bergman, Stagg, 
& Coulter, 2006, pp. 270-271). 
 
At the business unit level, a business strategy is developed to improve its competitive 
position (Hax, 1990, p. 36). Analysis of the five competitive forces, the value chain, 
and the resource-based view of an organisation examined later in this chapter, 
provides a means of assessing and enhancing an entity’s competitive position.  
 
A functional strategy supports a business strategy in maintaining competitive 
advantage by developing functional competencies in areas such as finance, 
marketing, sales, human resources and technology (Hax, 1990, p. 36). This view 
suggests that an IT strategy is a functional strategy developed to ensure efficacy in 
the allocation of IT resources to effectively support a business strategy (Henderson & 
Venkatraman, 1992, p. 98). However, as discussed later in this chapter, it is possible 
for the IT strategy to provide input into and influence the business strategy. 
 
While this section presents the six key characteristics of strategy, as Whittington 
(1993, pp. 1-2) highlights, limited consensus exists in relation to the way in which 
strategy is defined and approached. Various approaches to strategy will be explored 
in the next section. 
 
2.3.2 Approaches to Strategy 
According to Whittington (1993, pp. 1-2), there are four different approaches to 
strategy: the Classical approach, the Evolutionary approach, the Processual approach 
and the Systemic approach. These approaches differ in terms of two aspects, the 
outcomes resulting from strategy and process employed to develop and/or implement 
strategy (Whittington, 1993, p. 2). While the Systemic and Processual approaches 
possess a pluralistic view of strategy acknowledging several potential outcomes, the 
Evolutionary and Classical approaches maintain that the purpose of strategy is to 
maximise profit (Whittington, 1993, p. 2). For instance, while many corporations 
seek to maximise profits, the strategies developed by government and not-for-profit 
organisations may aim to achieve other outcomes i.e. to positively contribute to the 
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community. In relation to strategy derivation, the Classical and Systemic approaches 
assert that it is a considered, deliberate and purposeful process whereas the 
Evolutionary and Processual approaches support the view that strategy emerges from 
uncertainty and coincidence (Whittington, 1993, p. 2). Figure 2 provides a 
diagrammatic view of the four approaches to strategy. The next section briefly 
explores the strategic management process. 
Figure 2: The four perspectives on strategy 
Source: Whittington (1993, pp. 3, 40) 
2.3.3 Strategic Management Process 
According to Koteen (1997, p. 21), strategic management, “embraces the entire set of 
managerial decisions and actions that determine the long-run performance of an 
organization”. The author indicates that imperative to the effectiveness of this 
process is a continual decision process linking an entity’s capability internally within 
the firm with the threats and opportunities that it encounters in its external 
environment whilst engaging in its planned strategic initiatives (Koteen, 1997, p. 21). 
Robbins et al. (2006, p. 264) indicates that the strategic management process 
involves the following steps: 
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• Identifying an entity’s mission, goals, objectives and strategies; 
• Conducting an external analysis to identify opportunities and threats; 
• Conducting an internal analysis to identify strengths and weaknesses; 
• Formulating strategies; 
• Implementing strategies; and, 
• Evaluating results. 
A SWOT analysis is commonly undertaken to identify strengths, weaknesses, 
opportunities, and threats (Osterwalder & Pigneur, 2010). The next section examines 
five competitive forces that are commonly considered in identifying opportunities 
and threats in the external environment and assessing an entity’s long-term 
competitiveness. 
 
2.3.4 Five Competitive Forces 
Porter (2008, p. 79) identified five forces that an entity may analyse to determine its 
long-term competitiveness: threat of new competitors, threat of substitute products, 
customers’ bargaining power, suppliers’ bargaining power and extent of existing 
competition. It is claimed that a competitive advantage may be achieved by 
implementing one of three strategies: cost leadership (focusing on cost control), 
differentiation (focusing on the provision of unique products or services) and focus 
(employing a cost leadership or differentiation strategy within a narrow industry 
segment) (Porter, 1997, pp. 16-17; Robbins et al., 2006, pp. 276-277). However, the 
very notion of sustainable, long-term competitive advantage that traditionally 
underpins strategy-planning processes is increasingly becoming less germane. It is 
instead argued that organisations should endeavour to achieve transient competitive 
advantage (McGrath, 2013a, 2013b). McGrath (2013a, p. 7) argues that sustainable 
competitive advantage may not be feasible or desirable to achieve as “it allows for 
inertia and power to build up along the lines of an existing business model” that may 
quickly become obsolete. For instance, despite inventing the digital camera, Kodak 
failed to pursue a business model that sought to vigorously monetise this invention in 
an attempt to protect its existing core business of selling film cameras, which soon 
became obsolete. 
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As McQuivey (2013, pp. 33, 48) highlights, digital assets lower barriers to entry 
particularly as they enable novel business models underpinned by “free things”. 
Anderson (2009, pp. 20-29) identifies four types of business models underpinned by 
the notion of “free”: direct cross-subsidies (i.e. a product that is given away for free 
requires the customer to purchase another product), three-party market (i.e. two 
parties transact for free and a third-party pays to be a part of this market), freemium 
(i.e. a premium version of a free product is available at a cost), and nonmonetary 
markets (i.e. products are given away). The prevalence of such business models 
intensifies existing competition and suggests that a cost leadership strategy may 
become less relevant in entities’ achieving long-term competitive advantage as 
competitors may also adopt such business models using low cost technologies.  
 
Additionally, aspects of Web 2.0 for instance, “innovation in assembly” facilitate the 
creation of novel products through mash-ups and the integration of available services 
consequently increasing the threat of substitutes (O'Reilly, 2007, p. 13). Furthermore, 
digital technologies have simplified business activities by facilitating the integration 
of processes, enabling tailored customer engagement and empowering customers 
with greater “choice and voice” (McDonald & Rowsell-Jones, 2012, p. 51) thereby 
increasing end-users’ bargaining power. In relation to suppliers’ bargaining power, 
Dess, Lumpkin, Eisner, and McNamara (2012) state that suppliers who streamline 
processes and simplify purchasing arrangements via web-based systems are more 
likely to retain customers whilst others may lose customers given low switching 
costs, availability of substitute products and intense competition. 
 
While the five forces model offers a way to analyse the external environment and 
identify opportunities and threats, the value-chain is a framework that allows an 
entity to analyse its internal environment. The next section examines value-chain 
analysis. 
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2.3.5 The Value Chain 
Value-chain analysis “views the organization as a sequential process of value-
creating activities” extending beyond organisational boundaries to integrate the value 
chains of partners, suppliers and customers (Dess et al., 2012, pp. 81, 83). The 
original model comprises five primary activities (Inbound logistics, Operations, 
Outbound logistics, Marketing and Sales, and Service) and four support activities 
(General administration, Human resource management, Technology development 
and Procurement) (Dess et al., 2012, p. 81; Presutti & Mawhinney, 2013, p. 2). 
However, the model has numerous limitations as it does not consider the role of 
culture and leadership style in value creation (Presutti & Mawhinney, 2013, pp. 3-4). 
Besides, the role of technology development as a ‘support’ activity may be 
questioned as technology is increasingly an integral part of a firm’s value proposition 
(Gold, 2002). 
 
Although the numerous models, frameworks and approaches to strategy that have 
emerged over time have made contributions to the strategic planning process, they 
have also led to greater confusion about strategy, and the way in which existing 
theory and knowledge was developed or proven false (Collis & Montgomery, 1995, 
p. 118). The next section explores a framework known as the resource-based view of 
a firm, which seeks to integrate the internal and external analysis, and clearly explain 
the way in which an organisation’s “resources drive its performance in a dynamic 
competitive environment” (Collis & Montgomery, 1995, pp. 118-119).  
 
2.3.6 Resource-based View 
The resource-based view (RBV) of the firm combines the “internal and external 
perspectives” (Collis & Montgomery, 1995, p. 119) and maintains that entities 
achieve sustained “competitive advantages… due to their endowment of strategic 
resources that are valuable, rare, costly to imitate and costly to substitute” (Dess et 
al., 2012, p. 93). Nonetheless, as previously explored, the notion of ‘sustainable 
competitive advantage’ is increasingly becoming less relevant and achievable 
(McGrath, 2013a, 2013b). This model is underpinned by two main, explicitly-
identified assumptions: 1) firms possess heterogeneous resources within the specific 
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industry, and 2) the resources a firm controls may be immobile such that competing 
firms may not be able to access and utilise these resources (Barney, 1991). 
 
Resources may be one of three types: tangible resources, intangible resources and 
organizational capabilities (Dess et al., 2012, pp. 93-95). According to Barney (1991, 
p. 101), “… firm resources include all assets, capabilities, organizational processes, 
firm attributes, information, knowledge, etc. controlled by a firm that enable the firm 
to conceive of and implement strategies that improve its efficiency and 
effectiveness”. This definition precludes many recent technologies and platforms 
from being considered a ‘resource’ of the firm as they are not necessarily ‘controlled’ 
by the firm. For instance, organisations may use social media platforms such as 
Facebook to engage with customers, or cloud computing platforms to store data. 
However, while the organisation may have access to these digital assets that external 
to the organisation (D’Cruz et al., 2015), they are not controlled by the firm. 
Therefore, in the current study, we adopt the view that resources are: 
“… stocks of… factors… [that are available to the firm, that may 
be] converted into final products or services by using a wide 
range of other… [available] assets and bonding mechanisms 
such as technology, management information systems, incentive 
systems, trust between management and labour, and more. These 
resources consist… of knowhow that can be traded (e.g. patents 
and licenses), financial or physical assets (e.g. property, plant 
and equipment), human capital, etc.”  
(Amit & Schoemaker, 1993, p. 35).  
 
As such, in the context of the current study, digital resources include digital assets, 
platforms, networks and capabilities available to the firm that may be external to the 
organisation and may not be controlled by the organisation (D’Cruz et al., 2015). 
Digital resources may also comprise “human, relational/social, and/or technology 
components, all of which interact with, and can hold implications for, the other 
components” (Drnevich & Croson, 2013, p. 485). In this regard, the current study 
considers partners, suppliers, consumers and the wider network and ecosystem in 
which an entity operates as a potential asset or resource to the firm to the extent that 
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they allow the firm to create and appropriate value. This serves to highlight the 
increasingly transient nature of what may be classed a ‘valuable resource’ in the 
increasingly dynamic environments in which firms operate. While a firm may partner 
with an organisation to leverage resources or capabilities at one point in time 
(representing a source of advantage to the firm), it may be argued that the same 
organisation may later become a competitor or may capture a greater share of value 
(thereby becoming a threat to the firm). Additionally, this study adopts the general 
view of capabilities presented by Amit and Schoemaker (1993, p. 35) where 
capabilities “… refer to a firm’s capacity to deploy resources, usually in 
combination, using organizational processes, to effect a desired end”. The next 
section explores the difference between strategies, business models and tactics. 
 
2.3.7 Strategy versus Business Model 
Much confusion exists in the literature in relation to the distinction between strategy 
and business models (Casadesus-Masanell & Ricart, 2010; Osterwalder, Pigneur, & 
Tucci, 2005). In some instances, the terms have been used interchangeably, while the 
literature, for the most part, indicates that they are related yet distinct constructs 
(Osterwalder et al., 2005). Osterwalder et al. (2005) distinguish between three 
hierarchically-linked levels of conceptualising a business model: 
1. The highest and most abstract level comprises definitions of a business model 
and its constituent elements and meta-models that allow these elements to be 
conceptualised. 
2. The second level comprises a taxonomy of various types of business models that 
may share some common aspects and be applicable to specific industries. 
3. The third level refers to specific, concrete, real-world instances of business 
models that may be depicted, described or conceptualised in some form. 
 
Magretta (2002, p. 87) asserts that: 
“A good business model answers Peter Drucker’s age-old 
questions: Who is the customer? And what does the customer 
value? It also answers the fundamental questions every manager 
must ask: How do we make money in this business? What is the 
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underlying economic logic that explains how we can deliver 
value to customers at an appropriate cost?” 
Nonetheless, given that the current research on business models is not yet mature, it 
must be acknowledged that it is unclear what constitutes a ‘good’ business model 
(Osterwalder et al., 2005). Besides, it may be argued that certain business models 
may be more appropriate for particular organisations in specific contexts than others. 
For instance, Qantas markets itself as a premium carrier providing an all-inclusive 
product offering. Therefore, to align with its vision and branding, it may not be 
suitable for Qantas to adopt the business model of low cost carriers such as Tiger 
Air, known for their no-frills offerings because Qantas’ value proposition is different 
and it perhaps seeks to target a different customer / market segment. 
 
According to Teece (2010, p. 173), “a business model defines how the enterprise 
creates and delivers value to customers, and then converts payments received to 
profits”. Likewise, Zott and Amit (2010, p. 219) state that a business model depicts 
“the content, structure, and governance of transactions designed so as to create value 
through the exploitation of business opportunities”. Content, in this definition, relates 
to the activities performed by the firm and the capabilities and resources required to 
carry out these activities; structure relates to the sequencing of and link between 
activities; and governance relates to who conducts the activities and where they are 
performed (Casadesus-Masanell & Ricart, 2010; Zott & Amit, 2010). Zott and Amit 
(2010, p. 216) further “conceptualize a firm’s business model as a system of 
interdependent activities that transcends the focal firm and spans its boundaries. The 
activity system enables the firm, in concert with its partners, to create value and also 
to appropriate a share of that value”. 
 
Casadesus-Masanell and Ricart (2010, p. 196) adopt the view that a business model 
defines “the logic of the firm, the way it operates and how it creates value for its 
stakeholders”, which captures the essence of various definitions. The authors argue 
that business models comprise “(a) the concrete choices made by management about 
how the organization must operate”, e.g. decisions relating to compensation, pricing, 
procurement contracts, and sales and marketing initiatives, and “(b) the 
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consequences of these choices” (Casadesus-Masanell & Ricart, 2010, p. 198). The 
choices may relate to one of three types: 1) policy choices that a firm makes in order 
to operate, 2) asset choices which relate to decisions about physical resources, and 3) 
governance choices e.g. to buy or lease decisions (Casadesus-Masanell & Ricart, 
2010). 
 
Strategy, on the other hand, according to Casadesus-Masanell and Ricart (2010, p. 
204) “… refers to a firm’s contingent plan as to which business model it will use… 
strategies should contain provisions against a range of environmental contingencies, 
whether they take place or not.” For instance, the entry of Netflix, a media streaming 
service, in the Australian market, represented a risk to both the free-to-air and 
pay/subscription television and media industries in Australia. These Australian 
businesses faced a crucial decision – a choice between numerous business models 
including continuing with their existing business model and potentially losing market 
share to the new entrant, or modifying their business model. Fairfax Media and Nine 
Entertainment Co. responded by entering into a joint venture to launch its equivalent, 
an Australian streaming company, Stan, to rival Netflix and other media streaming 
services in the Australian market. The introduction of Stan is the realized strategy 
and represents an aspect of the firm’s contingent plan to be implemented in the event 
of a threat of new, rival entrants. Nonetheless, Netflix currently appears to have a 
competitive advantage over its Australian rivals – it is a global provider of paid 
television and movie streaming services, with a strong brand reputation and a 
proprietary algorithm for recommending movies to customers based on customer 
feedback and input (Grover & Kohli, 2013), that has managed to undercut Australian 
streaming products on price, and offers a long list of popular, exclusive, original 
series. Additionally, Netflix has partnered with internet service providers (ISPs) in a 
move to establish itself in the Australian market with the ISPs now expanding their 
entertainment service offering (Fetch TV) by bundling the streaming of unlimited 
Netflix content for free for a limited period of time. Similarly, the Australian pay 
television company, Foxtel, part owner of the Australian streaming company, Presto, 
offered its platinum customers free subscription to the media streaming service. This 
allows Foxtel to perhaps firstly, introduce Presto to its large customer base to rival 
Netflix and secondly, to market the media streaming service as a complementary 
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product to enrich the customer experience rather than as a competing product to its 
existing offering. This example also illustrates that the threat of new entrants may 
arise from other industries within which the focal firm may not have operated. 
 
Teece (2010, p. 180) claims that “a business model is more generic than a business 
strategy” and champions the coupling of strategy analysis with business model 
analysis in order to ensure that any competitive advantage that may arise from the 
implementation of a specific business model is safeguarded. Similarly, as 
Osterwalder and Pigneur (2010, p. 200) indicate business models “are designed and 
executed in specific environments”. Therefore, it is imperative for organisations to 
understand the environment in which they operate in order for them to select the 
most appropriate business model in specific contexts – it may be argued that this 
would fall under the realm of strategy analysis.  
 
Osterwalder and Pigneur (2010, pp. 200-201) conceptualise the external environment 
or “design space” as being influenced by four main aspects:  
1. Macro-economic forces (i.e. capital markets, global market conditions, economic 
infrastructure, and commodities and other resources); 
2. Industry forces (i.e. suppliers and other value chain actors, competitors 
(incumbents), new entrants (insurgents), other stakeholders, and substitute 
product and services); 
3. Key trends (i.e. technology trends, regulatory trends, societal and cultural trends, 
and socio-economic trends); and, 
4. Market forces (i.e. market segments, needs and demands, market issues, 
switching costs, and revenue attractiveness). 
 
In this regard, while business model design should not be constrained by 
environmental factors, effective strategy analysis will ensure that the most 
appropriate business model for the given context is selected out of a range of 
identified options. To that end, it may be argued that strategy analysis should also 
encompass analysis of a firm’s internal environment to identify internal strengths and 
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weaknesses so that these may be considered in the decision to choose an optimal 
business model. Value-chain analysis discussed previously provides one way of 
analysing the internal environment. The resource-based view of the firm combines 
the external and internal perspectives thereby allowing organisations to identify 
strategic resources and analyse how they may be used to achieve competitive 
advantage. The next section considers the business model canvas proposed by 
Osterwalder and Pigneur (2010) that may be used to conceptualise business models. 
2.3.8 The Business Model Canvas 
Osterwalder and Pigneur (2010) claim that business models can be conceived as 
comprising nine building blocks (Customer segments, value propositions, channels, 
customer relationships, revenue streams, key resources, key activities, key 
partnerships and the cost structure), spanning four business areas (customers, 
infrastructure, proposition / offer, and financial viability), which outline the firm’s 
logic for creating and appropriating value (Osterwalder & Pigneur, 2010). These 
building blocks collectively form the Business Model Canvas depicted in Figure 3. 
Figure 3: The Business Model Canvas 
Source: Osterwalder and Pigneur (2010) 
Customer segments relate to the types of entities that the firm seeks to serve e.g. 
mass market, niche market and multi-sided platforms / markets (Osterwalder & 
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Pigneur, 2010, pp. 20-21). Value proposition refers to the firm’s product or service 
offering that offers value to the target market e.g. innovation, performance, 
customization, design, brand/status, convenience (Osterwalder & Pigneur, 2010, pp. 
22-25). Channels refer to the firm’s interface with its clients and encompass an 
entity’s distribution, sales and communication channels (Osterwalder & Pigneur, 
2010, p. 26). Customer relationships refer to the nature of the entity’s relationship 
with its customers e.g. personal assistance, self-service, automated services, user 
communities, and value co-creation (Osterwalder & Pigneur, 2010, pp. 28-29). 
Revenue streams refer to the way in which a firm appropriates value e.g. through 
asset/product sales, usage fees, subscription fees, advertising and licensing 
(Osterwalder & Pigneur, 2010, pp. 30-32). Key resources are the resources a firm 
requires to be able to deliver the intended value proposition, reach customers, 
maintain customer relationships and obtain revenue (Osterwalder & Pigneur, 2010, p. 
34). Similarly, the key activities are the activities a firm must undertake in order to 
deliver the intended value proposition, reach customers, maintain customer 
relationships and obtain revenue (Osterwalder & Pigneur, 2010, p. 36). Key 
partnerships refer to the alliances that firms develop and maintain “to optimize their 
business models, reduce risk or acquire resources” (Osterwalder & Pigneur, 2010, p. 
38). The cost structure outlines all expenses incurred by a firm to function by 
employing a specific business model (Osterwalder & Pigneur, 2010, p. 40).  
 
A strengths, weaknesses, opportunities, and threats (SWOT) analysis may be 
undertaken to assess various building blocks in a business model as it applies to a 
specific organisation using the Business Model Canvas (Osterwalder & Pigneur, 
2010, pp. 216-225). This may assist in evaluating the appropriateness of a business 
model in a specific context, and provides the ability for an entity to innovate through 
evolving or transforming the business model in a way that is informed by the 
organisation’s strengths, weaknesses, opportunities and threats (Osterwalder & 
Pigneur, 2010, pp. 216-225). The next section briefly explores the way in which 
business model innovation may be approached. 
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2.3.9 Business Model Innovation 
Osterwalder and Pigneur (2010) suggest that four different epicentres of business 
model innovation be considered to spur business model change:  
1. Resource-driven (where innovations emerge from an entity’s resources, 
infrastructure or partnerships); 
2. Offer-driven (where new value propositions are created); 
3. Customer-driven (where customer needs drive innovations); and 
4. Finance-driven (where new revenue streams and/or cost reductions drive 
innovations). 
Multiple-epicentre driven business model innovations, as the name suggests, are 
driven by significant change in multiple building blocks of the Business Model 
Canvas (Osterwalder & Pigneur, 2010). Similarly, Johnson, Straker, Wrigley, and 
Bucolo (2013) have identified five meta-models for business models: a customer led 
model, a cost driven model, a resource led model, a partnership led model and a price 
led model, thereby providing a framework that stakeholders may utilise in evolving 
existing business models or developing novel business models. 
 
2.3.10 Summary 
In summary, this section has explored various approaches to strategy and the 
strategic planning process. It is evident that strategy may be planned in advance and 
intended, or emerge as a response to environmental changes. The five competitive 
forces, value chain analysis and the resource-based view of the firm provide ways for 
an entity to analyse its external and/or internal environments in developing strategy. 
From an external perspective, it is evident that digital technologies have transformed 
the dynamics and traditional notions of competition. From an internal perspective, 
technology increasingly plays a more strategic and significant role in business and 
has the potential to redefine business models and value propositions. The affordances 
to consumers, businesses and governments of rapid technological advances are 
rendering traditional notions of strategy and approaches to, and frameworks and 
models for strategy development, less relevant in the digital era. Additionally, the 
distinction between strategy and business model was explored and the Business 
Model Canvas was examined as a tool to assist in conceptualising and reflecting on 
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business models. The way in which business model innovation may be approached 
was also briefly examined. While the current section examined the notion of strategy, 
and frameworks and models for strategy development from a business perspective to 
explore their applicability in an increasingly digital world, the next section explores 
the relevance of conventional approaches to and frameworks and models for 
developing IT strategy in the digital context. 
 
2.4 INFORMATION TECHNOLOGY (IT) STRATEGY 
While the potential use of technology within an organisation may be limitless, the 
resources available are finite (Mckeen & Smith, 2009, p. 19; Smith, Mckeen, & 
Singh, 2007, p. 53). Therefore, a significant component of an IT strategy is to ensure 
the effective allocation of the IT budget (Mckeen & Smith, 2009, p. 19; Smith et al., 
2007, p. 53). Traditionally, particularly during the “data processing era”, IT was 
perceived as a cost centre, a function on which money was expended in return for 
expected cost reductions and efficiency gains (Burg & Singleton, 2005; Center for 
Digital Strategies at Tuck School of Business, 2012, p. 2; Scott Morton, 1991, p. 4; 
Yates & Benjamin, 1991, p. 88). Today, IT is perceived as facilitating a way to 
develop and expand the business, to enter new markets and be disruptive (Center for 
Digital Strategies at Tuck School of Business, 2012, p. 2); its contribution to 
business has evolved and steadily increased to a point where, for many organisations, 
IT is now an integral part of conducting business and ensuring the continued survival 
of the entity (Center for Digital Strategies at Tuck School of Business, 2012, p. 2; 
Gottschalk, 2001, p. 154). As Gold (2002) claims, the internal operations and value 
propositions of firms are increasingly supported by technology such that entities 
cannot effectively execute strategy without technology. Henderson and Venkatraman 
(1993, p. 472) agree, stating that IT “is transcending its traditional ‘back office’ role 
and is evolving toward a ‘strategic’ role with the potential not only to support chosen 
business strategies, but also to shape new business strategies”. The next sections 
explore frameworks and models to develop and implement IT strategies, increase 
alignment between the business and IT domains to provide business value, and 
understand technology adoption. 
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2.4.1 IT Strategy, Business/IT Alignment and Business Value 
There is general consensus that IT and business strategies need to be aligned to 
ensure that investments in technology provide business value, ensure maximum 
return on investment, increase revenue and profit, provide competitive advantage, 
create an effective business model and allow the entity to exploit new opportunities 
(Applegate, Austin, & McFarlan, 2007, p. 35; Avison, Jones, Powell, & Wilson, 
2004, p. 225; Gottschalk, 2001, p. 154; Henderson & Venkatraman, 1993, p. 472; 
Luftman, Lewis, & Oldach, 1993, p. 205; Mckeen & Smith, 2009, p. 14; Papp, 2001, 
p. 12; Tallon & Pinsonneault, 2011, p. 464; Tan & Gallupe, 2006, p. 223; 
Venkatraman, Henderson, & Oldach, 1993, p. 139). The next section explores the 
MIT90s Framework and the Strategic Alignment Model that emerged from the 
Management in the 1990s Research Program as way of achieving alignment between 
the business and IT domains within an organisation (Macdonald & Yapp, 1992; Scott 
Morton, 1991). 
 
2.4.1.1 MIT90s Framework and the Strategic Alignment Model 
According to the MIT90s framework, organisations consist of five dynamic forces 
namely, strategy, structure, management processes, individuals and roles, and 
technology (Scott Morton, 1991, pp. 18-20) as shown in Figure 4. It is claimed that 
organisational success is tied to achieving significant fit between the five forces 
(Wills, 2006). Nonetheless, it may be argued that ‘organisational success’ is a 
complex construct that may be a function of various additional factors. For instance, 
the notion of value is increasingly defined by customers (Keen and Williams, 2013) 
and it may be argued that an entity’s ability to succeed may be dependent upon its 
ability to deliver a value proposition that meets customer needs in a dynamic 
environment. Additionally, organisations increasingly operate in a complex network 
of firms within dynamic ecosystems (Bharadwaj et al., 2013) where a single entity 
may not be successful on its own; rather it may be argued that success is influenced 
by the ability of entities to exploit synergies and operate in concert with each other, 
and effectively source necessary resources and capabilities to deliver value to 
customers and appropriate value for the firm. 
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Figure 4: MIT90s Framework 
Source: Macdonald and Yapp (1992, p. 244) 
The strategic alignment model (SAM) resulting from the MIT90s Research Program, 
as shown in Figure 5, facilitates business transformation by allowing the entity to 
exploit IT-enabled opportunities (Scott Morton, 1991, p. 17) through achieving 
functional integration between the business and IT domains and strategic fit between 
the internal and external dimensions (Avison et al., 2004, p. 230; Henderson & 
Venkatraman, 1993, pp. 474-476; Hinssen, 2010, pp. 47-48; Macdonald, 1992, p. 
265; Venkatraman et al., 1993, pp. 140-142).  
Figure 5: Strategic Alignment Model 
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Source: Henderson and Venkatraman (1993, p. 476); Avison et al. 
(2004, p. 231) 
Although the basic notion of alignment between the business and IT strategies 
championed by this model remains important, the model fails to recognise the 
ubiquity of digital technology in recent times. Digital assets and capabilities may 
impact various functional areas of an organisation, and/or transform the way in 
which existing functions are carried out, which this model does not consider. 
Therefore, alignment between the business and IT strategies is insufficient. Rather, 
the opportunities and threats presented by emerging digital technologies should be 
actively considered whilst developing any strategy within an organisation to reflect 
the ubiquity of digital technology and the way in which it is disrupting industries, 
and transforming customer behaviour and expectations. Further, entities are 
increasingly formulating digital strategies, which employ new technologies to 
potentially transform businesses “by exploiting pervasive digital connections and 
digital assets external to the organisation” (D’Cruz et al., 2015). For instance, this 
may include partnering with other organisations to bundle product offerings, or 
employing digital technologies and services provided by external entities e.g. the ‘as 
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a service’ paradigm. Increasingly, digital assets may not be owned or controlled by 
the firm, and digital capabilities may be accessed as services. The next section 
examines the way in which the Balanced Scorecard may be used to develop strategy 
and promote alignment. 
 
2.4.1.2 The Balanced Scorecard 
The balanced scorecard, according to R. S. Kaplan and Norton (1992, p. 79), “puts 
strategy and vision… at the centre”. Organisations may adopt the balanced scorecard 
to determine strategic goals, ensure alignment, and measure the short, medium and 
long-term business performance through leading and lagging indicators across four 
perspectives: financial, customer, internal business process as well as innovation, 
learning and growth (R. S. Kaplan & Norton, 1992; Symons, 2005, p. 2; Weill & 
Broadbent, 1998, p. 33). 
 
The financial perspective relates to value creation for shareholders of a company, 
which may be achieved through a growth strategy to maximise revenue or a 
productivity strategy that aims to reduce costs and improve efficiency (Symons, 
2005, p. 4). The customer perspective relates to how an entity achieves 
differentiation such as through a product leadership strategy, where an organisation 
seeks to be a first-mover in introducing an innovative product in the marketplace thus 
gaining a monopoly, a customer intimacy strategy, an operational excellence strategy 
or a combination of these strategies (Symons, 2005, pp. 4-5). The internal process 
perspective relates to identifying and linking drivers that will produce the expected 
outcomes; for instance, innovation capabilities drive novel products (Symons, 2005, 
p. 5). The learning and growth perspective describes the skills, competencies, culture 
and systems needed to develop and innovate, classed as human capital, information 
capital and organisational capital (Symons, 2005, pp. 5-6). The formulation of an IT 
balanced scorecard provides a way for the IT department to measure and 
communicate how it is performing and contributing to the achievement of strategic 
business objectives (Gold, 2002). Development of an IT strategy map helps to align 
IT with business; for instance, if the business strategy is focused on improving 
productivity, the IT strategy should also aim to achieve and support efficiency gains 
and cost reductions (Symons, 2005, p. 6). However, there appears to be some 
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limitations of the model. For instance, whilst other methods of strategy analysis such 
as Porter’s five forces analysis and the resource-based view of the firm previously 
explored consider the external environment in the strategy development process, the 
balanced scorecard fails to explicitly consider this aspect. The next section explores 
the way in which a portfolio approach may be adopted to implement IT strategies. 
 
2.4.1.3 IT Portfolio Management 
A robust IT portfolio management approach is thought to be most effective in 
making sure that projects are prioritised and approved based on business objectives, 
improving business-IT alignment, and maximising the value obtained from IT 
initiatives whilst reducing risk (Datz, 2003; Mckeen & Smith, 2009, p. 21; Oh, Ng, 
& Teo, 2007, p. 1266; Smith et al., 2007, p. 54; Symons, 2005, p. 9).  
 
An entity’s IT portfolio represents: 
“… its entire investment in information technology, including all 
the people dedicated to providing information technology 
services, whether centralized, decentralized, distributed, or 
outsourced. The investments include all computers, 
telecommunications networks, data, software, training, 
programmers, support personnel, point-of-sale systems, 
databases…”  
(Weill & Broadbent, 1998, p. 24). 
 
Datz (2003) outlines the basic steps involved in managing an IT portfolio: preparing 
a project inventory, evaluating projects to identify the extent to which initiatives 
align with the entity’s strategic objectives, categorising and prioritising projects, and 
monitoring the portfolio. 
 
According to Weill and Broadbent (1998, p. 25), an IT portfolio should comprise 
four types of initiatives: infrastructure, transactional, strategic and informational 
(Datz, 2003; Weill & Aral, 2006, p. 40; Weill & Broadbent, 1998, p. 25). In addition, 
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research conducted by McKinsey & Company indicates that “successful growth 
companies manage a portfolio of strategic initiatives across three horizons” 
(Beinhocker, 1999, p. 101). As shown in Figure 6, Horizon 1 depicts the strategic fit 
of existing systems diminishing over time, Horizon 2 represents collision in values 
and competing paths, and Horizon 3 illustrates the beginning of new ideas, which 
may later dislodge the existing dominant view as it represents a better response to 
environmental changes (Curry & Hodgson, 2008, pp. 2-3). Nonetheless, the literature 
provides limited guidance in relation to the way in which organisations can approach 
the identification and management of Horizon 3 initiatives. It is evident that entities 
adopt technology and innovations at different stages. The next section examines the 
technology adoption model and explores various categories of technology adopters. 
Figure 6: Futures-Oriented Three Horizons Model 
Source: Curry and Hodgson (2008); Sharpe and Hodgson (2006, p. 3) 
2.4.2 Diffusion of Innovations and Technology Adoption 
“Diffusion is the process by which (1) an innovation (2) is communicated through 
certain channels (3) over time (4) among the members of a social system” (Rogers, 
2003, p. 11). Rogers (2003, pp. 280-281) used innovativeness as a measure to 
categorise the various adopters into one of five categories: Innovators (representing 
2.5% of the entities in the social system), Early Adopters (representing 13.5%), Early 
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Majority (representing 34%), Late Majority (representing 34%) and Laggards 
(representing 16%). Innovators are the pioneers in ground-breaking thinking, are 
willing to take high levels of risk and introduce novel ideas and practices in the 
social system within which they exist (Rogers, 2003, p. 282) Early adopters are well 
respected within the social system and are “opinion leaders” who significantly 
influence their peers to adopt new innovations (Rogers, 2003, p. 283). Entities that 
fall under the early majority category implement new technologies and practices 
prior to the average person within the social system whereas the late majority accept 
innovations following the average person in the system (Rogers, 2003, pp. 283-284). 
Laggards refer to those entities that are last in implementing innovations; their 
decisions are based on how things were carried out in the past and they mainly 
associate with entities that possess similar conventional thinking and values (Rogers, 
2003, pp. 284-285). Note that the model has limitations, for instance, it does not 
explicitly account for those entities who may never adopt a certain innovation. To 
actively compete in the digital era, it would appear that entities will need to be quick 
to adopt novel technologies and embrace innovation. 
 
2.4.3 Summary 
This section has explored the way in which IT strategies may be developed and 
aligned to the business, for example, by employing the Balanced Scorecard or the 
Strategic Alignment Model. A portfolio approach to IT strategy implementation is 
well-supported and the literature indicates the imperative of considering and 
appropriately funding IT initiatives relating to different time horizons and of 
different types to achieve short, medium and long term goals. Additionally, the 
different categories of technology adopters were considered.  
 
As previously explored, digital technologies offer the potential for entities to 
transform their business models. However, the frameworks considered in this section 
do not appear to explicitly acknowledge that an entity may adopt emerging 
technology assets and services that are externalised and not controlled by the firm. 
Additionally, these models appear to imply that the IT strategy primarily explores 
and responds to technology needs generated by business strategies rather than 
leading business model transformation. In contrast, the next section explores 
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definitions of ‘digital strategy’ and its role in driving, evolving and/or transforming 
business models. Additionally, the next section explores approaches to develop a 
digital strategy and identifies numerous gaps in the existing literature, which 
establish the need for the current study in order to provide guidance to practitioners 
on the way in which digital strategy derivation may be understood and approached. 
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2.5 DIGITAL STRATEGY 
While academic research on digital strategy in the IS discipline is currently in its 
infancy, there are several studies that examine various aspects of the phenomenon. 
For instance, Mithas et al. (2013) investigate how digital strategy emerges as a result 
of the way in which a firm’s competitive external environment influences its ‘digital 
strategic posture’ (how the firm compares with the industry average / norm in regards 
to any IT activity). Pagani (2013) examines the points at which value may be 
generated and appropriated in digitally-enabled networks impacted by technological 
changes. Additionally, leading IS researchers have published on: 
• The scope, speed and scale of digital strategies and sources of value generation 
and appropriation (Bharadwaj et al., 2013). 
• The need for the development of organisational value architectures that cater to 
continual shifts in the notion of value due to an evolving and expanding customer 
choice space (Keen & Williams, 2013). 
• The way in which haphazardly implementing digital initiatives in the short term 
may reveal the entity’s strategy to competitors, which may result in a loss of 
competitive advantage (Grover & Kohli, 2013). 
 
This section examines the way in which ‘digital strategy’ is defined in the existing 
literature. Additionally, the process of developing digital strategies is explored. 
 
2.5.1 Definition of Digital Strategy 
There is a lack of common understanding and much ambiguity surrounding the 
phenomenon of digital strategy, and its relationship to other strategies within an 
organisation. According to Bharadwaj et al. (2013, p. 472), a digital business strategy 
is an “organizational strategy formulated and executed by leveraging digital 
resources to create differential value”. This preliminary definition, Bharadwaj et al. 
(2013, p. 472) state, acknowledges the following: 
• The ubiquitous use of digital resources within an organisation, extending to 
various functional areas of the firm, for instance, procurement, logistics, 
operations and marketing 
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• The adoption of a broader perspective that involves the identification of digital 
resources, consistent with the resource-based view of the firm, rather than the 
narrow view of a traditional IT strategy that is often limited to technologies and 
systems 
• The association of digital business strategy with the creation of ‘differential 
value’, which advances the performance expectations of an IT strategy from 
productivity and efficiency measures to metrics that reflect the extent to which a 
firm’s value proposition may have been enhanced and competitive advantage 
achieved 
 
Yet, it is unclear what is meant by the term ‘digital’ in this definition. Further, the 
authors attempt to apply a reference discipline theory (resource-based view) in the 
information systems context, without consideration to how that theory may need to 
be adapted for use in the IS discipline or in the context of digital disruption. In a 
seminar called Injecting Innovation Into Information Systems Theory held at QUT 
on June 2, 2016, Professor Varun Grover highlighted the importance of considering 
how reference discipline theories may need to be adapted for use in IS research. 
 
Mithas et al. (2013, p. 513) claim that a digital business strategy is “… the extent to 
which a firm engages in any category of IT activity… [and that it] emerges as a 
result of interplay between a firm’s digital strategic posture and industry 
environment”. While the previous definition proposed by Bharadwaj et al. (2013) 
appears to adopt a Ricardian perspective and imply that digital strategies entail an 
intentional process of formulation and implementation, Mithas et al. (2013) have 
adopted a Schumpeterian perspective and indicate that strategy emerges in response 
to environmental changes. In addition, Mithas et al. (2013, p. 513) assert that a 
digital business strategy is a “dynamic synchronization between” or “fusion of” the 
business and IT strategies to achieve a competitive edge (Mithas et al., 2013, p. 513). 
Although traditionally an IT strategy has been perceived as a functional strategy, 
which should align with and support a business strategy (Bharadwaj et al., 2013, p. 
472), this definition elevates the conventional view of IT strategy in organisations by 
recognising that it plays a crucial role in driving a business strategy (Mithas et al., 
2013, p. 513). While this definition elevates the role of IT from a functional strategy, 
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it does not clearly explain the positioning of digital strategies alongside conventional 
strategies. 
 
In contrast, Bharadwaj et al. (2013, p. 474) cite Apple and Amazon as examples of 
organisations that have “redefined the mobile entertainment ecosystem” and “the 
book-selling ecosystem” respectively, and argue that in many such instances, “there 
is no meaningful distinction between business strategy and IT strategy”. This appears 
to imply that a digital business strategy may ultimately render unnecessary an IT 
strategy as a support function. However, as Hinssen (2010, p. 27) highlights, in 
recent years, many organisations have separated the IT function into supply and 
demand organisations whereby the supply organisation seeks to run, maintain and 
manage systems, infrastructure and processes, whereas the demand organisation 
concentrates on aspects of technological change (Hinssen, 2010, p. 27). Hinssen 
(2010, pp. 29, 31) further proposes that the IT demand organisation may be 
embedded at the core of the business domain driving business innovations. This view 
acknowledges that while IT may be a crucial part of the business strategy and hold a 
more strategic role in organisations, there are aspects of the IT function that represent 
a functional-level or support role involving the maintenance, support and ongoing 
management of systems. Therefore, the role of an IT strategy as a functional strategy 
may continue to exist for some time to come particularly for large, traditional 
organisations, which are the focus of this study. Perhaps transformational initiatives 
may fall under the realm of digital strategies while the maintenance and support of 
existing systems may be addressed in traditional IT strategies.  
 
Woodard, Ramasubbu, Tschang, and Sambamurthy (2013, p. 538) indicate that a 
digital business strategy is “a pattern of deliberate competitive actions undertaken by 
a firm as it competes by offering digitally enabled products or services”. The authors 
further distinguish between three different types of logic exercised by managers 
(Woodard et al., 2013, p. 538): 
1. ‘Positioning’ - managers should choose to position the entity in a certain way e.g. 
by adopting a cost leadership strategy, differentiation strategy or a combination 
of the two in a narrow market segment; 
 Chapter 2: Literature Review 47 
2. ‘Leverage’ – managers should seek to leverage valuable, rare, inimitable and 
non-substitutable resources to achieve competitive advantage (aligns with the 
resource-based view of the firm); and, 
3. ‘Opportunism’ – managers should seek to constantly innovate and competitively 
navigate the firm by seizing opportunities as they arise to remain profitable. 
 
In addition to enabling the business strategy, digital assets and capabilities appear to 
be impacting various functional areas of the firm such as marketing. Digital 
strategies in the marketing domain appear to focus on the digitization of channels 
through which the firm interfaces with the customer (Straker, Wrigley, & Rosemann, 
2015). There is also early evidence of the concept of digital strategies in academic 
literature within the marketing discipline from over a decade ago addressing digital 
trends such as ‘customerization’, whereby customers may be engaged and leveraged 
to ‘co-design’ products with the firm e.g. customising vitamins, or configuring 
computers (Wind & Mahajan, 2002; Wind & Rangaswamy, 2001). Moreover, the 
literature alludes to the dynamic nature of supply chains with an increased emphasis 
on improved supply chain coordination and integration (Wind & Mahajan, 2002), 
and discusses ‘customerized’ distribution channels where “mechanisms such as 
‘reverse portals’ evolve to aggregate and coordinate deliveries to” consumers from a 
variety of suppliers (Wind & Rangaswamy, 2001, p. 25). Additionally, it is 
highlighted that customer-driven pricing and value-based pricing models are gaining 
momentum (Wind & Mahajan, 2002; Wind & Rangaswamy, 2001). 
 
Following a review of the existing literature on digital strategies, it appears that the 
following questions are not sufficiently addressed and warrant further investigation: 
1. What are the various conceptions of digital strategies? What is the purpose of a 
digital strategy? 
2. What is the scope and boundaries of a digital strategy? Does it displace the 
traditional IT strategy?  
3. What is the positioning of a digital strategy relative to conventional strategies? 
The next section explores the process of developing digital strategies. 
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2.5.2 Digital Strategy Development 
Woodard et al. (2013) perceive digital strategies as comprising two elements: design 
capital (stock of designs that an entity owns or controls) as well as design moves 
(strategic actions that expand, lessen or alter an entity’s design capital). The authors 
further identify two elements relating to design capital: option value (value of 
services / products realised through design, as well as the value of variations or 
alternative designs that may be feasible) (Woodard et al., 2013). Woodard et al. 
(2013) conceptualise design capital as a two-dimensional matrix comprising four 
states: Option Constrained, Low Quality, Debt Constrained, High Quality (Refer to 
Figure 7). To expand design options, the authors suggest additional investment in 
product development; whilst to reduce technical debt, it is indicated that investments 
to update and maintain code or deal with incompatibilities between various modules 
may be necessary. Further, the study provides a conceptual framework to reconcile 
“tension between the short-term and long-term actions of a continuously adapting 
firm by focusing on the generative and path-dependent nature of design evolution” 
(Woodard et al., 2013, p. 559). However, further confirmatory research appears to be 
required to validate the conceptual framework put forward. Besides, the authors do 
not explicitly address what constitutes value or how value may be determined. 
Further, while the authors acknowledge the logic of opportunism, the study does not 
appear to provide consideration to the process of identifying opportunities, which are 
known to arise in the external environment. 
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Figure 7: The Design Capital Map 
Source: Woodard et al. (2013) 
An industry study conducted by MIT Center for Digital Business and Capgemini 
Consulting (2011, p. 59) provides a framework for digital transformation comprising: 
• Strategic assets, nine digital elements (to transform the customer experience,
operational processes and business models), digital capabilities and investments
(which collectively define the entity’s “digital intensity”), and
• A digital vision, engagement and governance (which collectively define the
entity’s “transformation management intensity”)
The authors purport that ‘successful’ transformations in the study, employed “a 
common set of elements” as captured by the framework (MIT Center for Digital 
Business and Capgemini Consulting, 2011, p. 47). However, given the preliminary 
stage of the exploratory study, it is perhaps premature to claim that these elements 
will successfully drive digital transformation as a correlation between these attributes 
and successful digital transformation does not appear to have been conclusively 
established. Besides, it is unclear how the study defined and measured the ‘success’ 
of a digital transformation. Additionally, the level of rigour employed in conducting 
this study is unclear and it would appear that further research should be conducted to 
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substantiate these findings. Furthermore, the scope appears to have been limited to 
large, traditional organisations, which indicates that the findings may not be 
applicable to organisations of different sizes and characteristics. 
 
2.5.3 Summary 
In summary, the existing literature does not seem to provide a clear understanding of 
digital strategies in relation to its purpose, or positioning alongside conventional 
strategies. Additionally, there currently appears to be limited academic research that 
explores the digital strategy development process particularly in the IS discipline, 
which warrants further investigation into the way in which digital strategies are 
formulated. The current study aims to address these research gaps by exploring the 
role of design thinking and design-led innovation in the digital strategy development 
process. Price et al. (2014) indicate that design-led innovation may have a role to 
play in the digital strategy development process. Thus, the next section examines the 
concepts of design thinking and design-led innovation. 
 
2.6 DESIGN THINKING AND DESIGN-LED INNOVATION 
This literature review focuses on the design thinking process as it relates to 
organisational contexts (as opposed to applying design thinking to address social 
problems or phenomena) with a particular focus on exploring the application of 
design thinking in strategy development. 
 
2.6.1 What is Design Thinking? 
Kimbell (2011, p. 297) highlights three conceptualisations of design thinking:  
1. A cognitive style of individual designers used to solve ill-defined problems by 
employing abductive thinking; 
2. A broad theory of design used by the design discipline to address ‘wicked 
problems’; and, 
3. An organisational resource used to innovate through demonstrating empathy, and 
employing techniques such as visualisation, prototyping, integrative thinking and 
abductive thinking. 
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According to Martin (2009, p. 26), abductive reasoning lies between “the past-data-
driven world of analytical thinking and the knowing-without-reasoning world of 
intuitive thinking”. It focuses on the “logic of what might be” as opposed to 
inductive or deductive reasoning, which concentrate on what is or should be in place 
(Martin, 2009, p. 27). Martin (2009, p. 165) defines integrative thinking as “being 
able to face two (or more) opposing ideas or models and instead of choosing one 
versus the other, to generate a creative resolution of the tension of each model but is 
superior to each (or all)”. 
 
One of the most common definitions of design thinking is that it is “a discipline that 
uses the designer’s sensibility and methods to match people’s needs with what is 
technologically feasible and what a viable business strategy can convert into 
customer value and market opportunity” (T. Brown, 2008, p. 86). Martin (2009, p. 6) 
claims that organisations should balance “analytical mastery and intuitive originality 
in a dynamic interplay” called design thinking. The next section explores the design 
thinking process. 
 
2.6.2 Design Thinking Process 
Liedtka (2015, p. 928) identifies some common tools employed during the design 
thinking process, which include: 
1. Visualization – for example, through charts, graphs, storytelling, analogies, 
capturing ideas on post-it notes and whiteboards to facilitate collaboration, and 
visual or narrative imagery. 
2. Ethnography – encompasses various research methods that involve qualitative 
data collection to gain a deep understanding of users and insight into their needs, 
for example, through interviews, observation and journey mapping. 
3. Structured collaborative techniques to gain insights – for example, mind 
mapping, brainstorming and concept development. 
4. Assumption surfacing – entails identifying assumptions relating to aspects such 
as “value creation, execution, scalability, and defensibility that underlie the 
attractiveness of a new idea” (Liedtka, 2015, p. 928). 
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5. Generating prototypes – for instance, through storyboarding, user scenarios, 
experience journeys and the illustration of business concepts. 
6. Co-creation – to conceive, develop and test ideas collaboratively. 
7. Field experiments – involves utilising prototypes to test underlying assumptions 
underpinning a value proposition with external stakeholders. 
 
Numerous models of design thinking are employed in practice. Liedtka (2015) 
identifies five main models of design thinking (proposed by consulting firms IDEO 
and Continuum, and education providers such as the Stanford Design School, 
Rotman Business School, and Darden Business School) and establishes that these 
models share a common view of the process of design thinking despite the use of 
different terms. The author extrapolates the common stages in these models and 
maps the elements from each model to one of three high-level stages: 1) Data 
gathering to understand user needs, 2) Idea generation, and 3) Testing (Liedtka, 
2015). Exploring each of these models in detail is beyond the scope of this literature 
review; rather these models are mentioned to acknowledge that there may be several 
different approaches to design thinking adopted in practice. This study adopts the 
Stanford design thinking model to examine the applicability of design thinking in the 
digital strategy development process. 
 
The Stanford design thinking process comprises five main activities as shown in 
Figure 8 (Hawryszkiewycz, 2014; Institute of Design at Stanford, n.d.): 
1. Empathise – Engage with clients to understand and empathise with their needs, 
behaviour and perspective in the relevant context. 
2. Define – Synthesis information gathered to gain insights by understanding the 
user and their needs and articulate this in the form of a problem statement. 
3. Ideate – Brainstorm ideas or potential solutions. 
4. Prototype – Iteratively produce artefacts to allow the ideas to be tested. 
5. Test – Seek feedback and refine solutions in an iterative manner. 
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Figure 8: The Stanford Design Thinking Process 
Source: Institute of Design at Stanford (n.d.) 
Martin (2009) views design thinking as a knowledge funnel (Refer to Figure 9). The 
process begins by exploring a mystery or a question about a phenomenon (e.g. a fast 
food joint might explore what and how do mobile, busy, middle class customers want 
to eat), narrowing and clarifying that mystery into a heuristic (e.g. customers want 
quick, healthy, take-away food options) and transforming that heuristic into an 
algorithm to exploit knowledge and opportunity and improve efficiency (e.g. through 
decisions about menu options, different ways of cooking food etc.) (Martin, 2009). 
Note that this is an iterative process where firms should continually seek to explore 
new mysteries and move through the funnel to prevent the erosion of 
competitiveness. According to Martin (2009, p. 26), a design thinker thus “enables 
the organization to balance exploration and exploitation, invention of business and 
administration of business, and originality and mastery”. 
Figure 9: The Knowledge Funnel 
Source: Martin (2009) 
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While the strong abductive thinking capabilities underpinning the design thinking 
process appear to be valuable to organisations, the literature indicates that the role of 
design may be extended to contribute to the development of a firm’s business 
model(s) and competitive strategy as illustrated by Figure 10 (Gloet, Bucolo, & 
Wrigley, 2016; Matthews & Wrigley, 2011; Matthews et al., 2013). This is congruent 
with the Danish Design Ladder that illustrates different applications of design and 
comprises four steps: 1) Non-Design, 2) Design as Style, 3) Design as Process, and 
4) Design as Strategy (Doherty, Wrigley, Matthews, & Bucolo, 2014; Gloet et al.,
2016). The next section explores the concept of design driven innovation and the 
design-led innovation framework. 
Figure 10: The Design Pyramid 
Source: Matthews et al. (2013) 
2.6.3 Design Driven Innovation / Design-led Innovation 
According to Verganti (2008, p. 436), design-driven innovation aims to “radically 
change the emotional and symbolic content of products (i.e., their meanings and 
languages) through a deep understanding of broader changes in society, culture, and 
technology”. Verganti (2011) claims that as customers are submersed within the 
current sociocultural context, radical product meanings for the future cannot be 
created by solely observing their current behaviours. Therefore, it is argued that 
entities should go beyond market pull / user centred innovation to attain technology 
epiphanies (Verganti, 2011). This is shown in Figure 11 where technology push 
innovation attained through technological and broader scientific research intersects 
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with radical design-driven innovation, attained through identifying and exploiting the 
subtle, latent social and cultural changes that provide opportunities to create new 
meanings (Verganti, 2008, 2011). Nonetheless, the author does not appear to provide 
a framework for how entities may attain ‘technology epiphanies’. 
Figure 11: The Design Driven Innovation Framework 
Source: Verganti (2011, p. 386) 
In contrast, the design-led innovation framework prompts an entity to develop “a 
vision for top line growth within their business, which is based on deep customer 
insights and expanded through customer and stakeholder engagements, with the 
outcomes being mapped to all aspects of the business to enable the vision to be 
achieved” (Bucolo & Wrigley, 2014, p. 243). The concept of ‘design-led’ is 
described as “the tools and approaches which enable design thinking to be embedded 
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as a cultural transformation within a business” (Bucolo & Wrigley, 2014, p. 243). 
The design-led innovation framework is underpinned by the view that a spectrum 
exists within every organisation between strategic and operational activities with an 
internal and external focus as shown in Figure 12 (Bucolo et al., 2012, p. 19). In the 
Observation stage, the firm engages with its clients in order to acquire deep insights, 
and techniques like customer journey mapping may be employed to understand 
which parts of the customer journey provide value (Bucolo et al., 2012, p. 20). This 
understanding facilitates the creation of narratives. Reframing then involves deriving 
insightful meaning from observations that may then be communicated in the form of 
narratives e.g. storytelling (Bucolo et al., 2012, p. 20). After one or more iterations of 
this process, the final narrative results in the identification of an opportunity or value 
proposition, which when informed by the entity’s strategy and brand serves to 
connect the operational and strategic dimensions (Bucolo et al., 2012, p. 20). In this 
manner, it is envisioned that the design-led innovation framework may be used to 
develop digital strategies by iteratively moving between the four quadrants of the 
framework to develop and refine the central proposition with stakeholders within and 
external to the organisation. 
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Figure 12: The Design-Led Innovation Framework 
Source: Bucolo et al. (2012) 
According to the MIT Center for Digital Business and Capgemini Consulting (2011) 
digital strategies may focus on the customer experience, operational processes and/or 
business models. As such, it is possible for digital strategies to focus solely or 
primarily on an entity’s internal operations. Therefore, the design-led innovation 
framework may need to be adapted for use in the digital strategy development 
process. The vertical axis in the original design-led innovation framework 
representing the ‘Internal’ and ‘External’ dimensions does not appear to be 
applicable in the development of digital strategies in some cases (i.e. where a digital 
strategy is solely internally focused). 
Additionally, the original design-led innovation framework includes a horizontal axis 
indicating a continuum from operational to strategic activities. This may be 
construed to be misleading to some extent, as it appears to imply that observations 
and insights only relate to the operational end of the spectrum. However, it can be 
argued that observations and insights may relate to and have implications for both, 
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the operational and strategic aspects of an organisation. Therefore, in the adapted 
model, these labels on either end of the horizontal and vertical axes have been 
omitted (Refer to Figure 13). 
 
Figure 13: The Adapted Design-Led Innovation Framework 
 
Adapted from Bucolo et al. (2012) 
 
The original design-led innovation framework also implies that the competitive 
strategy should be considered in light of the entity’s ‘Brand’ in the 4th Quadrant 
(Strategic & External). However, it may be argued that an entity’s brand is not solely 
an external-facing consideration. ‘Internal branding’ (Mahnert & Torres, 2007) and 
an organisational culture that supports the digital vision and the necessary 
transformation are also important and are perhaps an enabler for achieving the 
intended digital transformation. Therefore, this study will adopt the adapted design-
 Chapter 2: Literature Review 59 
led innovation framework to explore the role of design thinking in the digital strategy 
development process. 
 
2.6.4 Summary 
This section has explored the common conceptualisations and characteristics of 
design thinking. Additionally, it has considered the design thinking process and has 
particularly explored the Stanford design thinking process model to be adopted in 
this study. Subsequently, the design driven innovation framework and the design-led 
innovation framework were examined. An adapted design-led innovation model was 
proposed and its applicability in the digital strategy development process will be 
investigated in this study. 
 
2.7 CONCLUSION 
The first section in this literature review examined the concept of digital across 
different time horizons, drawing parallels between the different generations of the 
web and evolving conceptions of digital. In the context of its current usage, the term 
‘digital’ appears to be commonly conceptualised as the recent technological 
advances (e.g. social, cloud, mobile, analytics) and the consequent social and 
economic changes. 
 
The second section begins by briefly exploring the main theoretical perspectives that 
IS management research has drawn upon from reference disciplines to provide 
context to subsequent discussion namely, Banian Market-Power Rents, Coase-ian 
Transaction-Efficiency Rents, Ricardian Operational-Efficiency Rents, 
Schumpeterian Flexibility Rents. The concept of strategy and approaches to strategy 
development are then examined from a business perspective. While there appears to 
be limited consensus on the definition of strategy, it is acknowledged that intended 
and emergent strategy often interplay to produce the realised strategy, whereby 
strategy may be intended and deliberately developed by establishing a vision, goals 
and objectives, action programs and resource allocation based on business priorities, 
or it may emerge in response to environmental changes. The traditional notion of 
long term sustainable competitive advantage is challenged particularly in the 
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dynamic environment in which firms increasingly operate given recent technological 
advances which are continually re-shaping the choice space and changing customers’ 
notion of ‘value’. Various theories, frameworks and models relating to strategy 
development in the business domain are explored such as the five competitive forces, 
value chain analysis and the resource-based view of the firm, which allow an entity 
to analyse the external and internal environments to identify and exploit strengths, 
weaknesses, opportunities and threats. Additionally, these models are underpinned 
by certain assumptions and values that render certain aspects less applicable in an 
increasingly digital world (e.g. the use of a cost leadership strategy to achieve 
competitive advantage in certain contexts given the prevalence of business models 
based on the notion of ‘free things’). The concept of strategy (representing a choice 
of the business model) is differentiated from the construct of a business model 
(representing the logic of the firm). The business model canvas is presented as a way 
to conceptualise and prototype a firm’s business model thereby providing entities the 
opportunity to better understand the way in which the firm creates and captures value 
and explore opportunities to innovate by combining the business model canvas 
(business model analysis) with a SWOT analysis (strategy analysis). 
 
The third section explores strategy development and implementation from an 
Information Technology perspective and the notion of business and IT alignment. 
The strategic alignment model is explored as a way to ensure alignment between the 
business and IT strategies to ensure that the IT function is responding to the system 
needs of the business. However, technology increasingly pervades various aspects of 
an entity, whereby technology must not only support the business function but also 
drive business model transformation to meet the evolving expectations of customers 
in an increasingly digital world. Additionally, various technologies and capabilities 
are increasingly not owned or controlled by the firm but rather acquired as services 
from third party providers, which traditional IT models and frameworks such as the 
Strategic Alignment Model and the Balanced Scorecard do not consider. The 
Balanced Scorecard was explored as a framework that entities may adopt to develop 
strategy, ensure alignment between the four perspectives of an organisation 
(financial, customer, internal business process and innovation, learning and growth), 
and measure performance. However, the lack of external focus is also highlighted as 
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a shortcoming of this framework as it does not consider the way in which changes in 
the broader external environment (such as technological advances and the resulting 
broader social and economic implications) may affect an entity’s strategy and 
performance. Additionally, this section considers the IT portfolio management 
approach and the Three Horizons Model, which maintains that successful entities 
manage strategic initiatives within a portfolio across three different horizons of time. 
Yet, limited guidance is provided in relation to the way in which optimal strategic 
Horizon 3 initiatives may be identified and managed. The design-led innovation 
framework later explored offers a means of co-designing solutions and strategy based 
on deep insights to meet the current and future needs of customers by employing 
abductive thinking. The concept of diffusion of innovations and the technology 
adoption model was also considered. This indicated that different entities may adopt 
an innovation at different time periods, for instance based on their level of risk 
tolerance, which may affect their ability to actively compete in an environment 
increasingly characterised by digital disruption. 
 
The fourth section examines various definitions of digital strategy and highlights the 
ambiguity of the construct. While some definitions have adopted a Schumpeterian 
perspective, indicating that digital strategy emerges in response to environmental 
changes, others have adopted a Ricardian perspective implying that digital strategies 
are intentionally formulated and implemented. The realised digital strategy will most 
likely comprise aspects of the intended strategy as well as emergent strategy. Further 
research could perhaps explore the way in which the different perspectives (e.g. the 
Ricardian perspective of exploiting resources to generate and appropriate value, and 
the Schumpeterian perspective to enhance value / position through dynamic 
capabilities and superior adaptation) may be effectively integrated to ensure 
competitive and/or value-adding digital strategies. Three types of logic relevant to 
developing strategy in general and digital strategy in particular were briefly explored 
namely, the logic of positioning, the logic of leverage, and logic of opportunism. 
This section also highlights the need for greater academic research to provide 
frameworks and guidance on the way in which entities may develop digital 
strategies. Additionally, the potential for design thinking and the design-led 
innovation framework to aid digital strategy derivation is evident. 
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The final section explores the concepts of design thinking and design-led innovation. 
Various conceptualisations of design thinking are identified and common 
characteristics and techniques underpinning design thinking are identified and 
explained e.g. empathy, abductive reasoning, integrative thinking, prototyping, 
visualisation and co-creation. Numerous design thinking models are identified and 
the Stanford design thinking process comprising five process steps (Empathise, 
Define, Ideate, Prototype, and Test) was examined in greater detail. The knowledge 
funnel was also examined as a framework to move from exploration (of new 
knowledge) to exploitation (of existing knowledge to gain efficiencies) iteratively in 
order to maintain competitiveness through mystery, heuristic and algorithm. The 
potential for design thinking to be applied in strategy development is also 
established. The design driven innovation framework is explored, which champions 
the generation of radical new meanings for products by striving for technology 
epiphanies that may be achieved through a combination of technology push 
innovation and radical design-driven innovation. Nonetheless, the literature on the 
design driven innovation framework does not appear to provide insight into how 
technology epiphanies may be achieved. In contrast, the design-led innovation 
framework provides a way for organisations to address both salient and latent 
customer needs through observations, reframing observations by converting them 
into novel meanings to generate deep insights, and developing a value proposition 
(opportunity) that may be continually refined and eventually informed by the entity’s 
strategy and brand as the proposition develops and matures. An adapted design-led 
innovation framework was proposed and will be used in this study to explore the 
applicability of design thinking in the digital strategy development process. While 
the framework indicates the need to ‘reframe’ observations, it is unclear how this 
may be achieved in practice. Future research could perhaps explore approaches to 
reframe observations in order to identify the subtle, latent, future needs of customers. 
Additionally, an adapted design-led innovation framework is proposed for use in the 
digital strategy derivation process. Subsequent confirmatory research may examine 
the applicability and usefulness of the adapted framework in the digital strategy 
derivation process. 
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In this study, digital strategy is positioned as a distinct construct to conventional 
strategies such as a business strategy or information technology strategy. While the 
notion of ‘digital’ has existed for a long time, in the context of its current usage, the 
term refers to recent technological advances that have profound social, organisational 
and economic implications. In this context, the literature review identifies the lack of 
a clear and comprehensive understanding of the phenomenon of digital strategy as a 
research gap, which the current study seeks to address by examining the purpose and 
positioning of digital strategies relative to conventional strategies (Research Question 
1). It is imperative for entities to possess a clear understanding of the construct of 
digital strategies and the way in which to approach digital strategy development in 
order to respond appropriately and effectively to digital disruption. Recent 
technological advances present threats as well as opportunities for entities to 
innovate, adopt novel business models, and strategize and operate in new ways to 
create and/or derive value within increasingly complex and dynamic ecosystems. 
While it is evident that the conventional models, frameworks and approaches to 
strategy development traditionally applied within business management and 
information technology management are antiquated and inadequate for digital 
strategy development, the existing literature provides limited guidance for the way in 
which digital strategy derivation may be approached. Thus, the current study seeks to 
provide a framework to assist organisations in developing a digital strategy 
(Research Question 2). 
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Chapter 3: Research Approach 
3.1 INTRODUCTION 
This chapter discusses the approach employed to conduct this research project. It 
considers the philosophical perspective adopted in this study; approach to data 
collection and analysis; generalizability and sampling; research rigour; and, other 
ethical considerations. Appendix 1 provides a high-level view of the research plan 
and the way in which the study was organised. 
 
3.2 PHILOSOPHICAL AND THEORETICAL PERSPECTIVE 
“The existence of a world without a mind is conceivable. 
Meaning without a mind is not.” 
Crotty (2003, pp. 10-11) 
 
3.2.1 Purpose of the Study 
According to Neuman (2006, pp. 33-36), research studies may be exploratory, 
descriptive or explanatory. These classifications are not mutually exclusive since a 
given study can, for instance, be both exploratory and descriptive in nature (Ali, 
1998). The intent of exploratory research is to explore a novel phenomenon about 
which limited research and understanding exists, and identify salient themes or 
variables (Ali, 1998; Kumar, 2014, p. 13; Neuman, 2006, p. 33). In contrast, a 
descriptive study aims to provide an accurate, methodical and comprehensive 
account of a phenomenon through interpretation that makes minimal inferences 
(Kumar, 2014, p. 33; Neuman, 2006, pp. 34-35; Sandelowski, 2000). An explanatory 
study, on the other hand, seeks to expound the cause of events and further develop 
theory (Ali, 1998; Kumar, 2014, p. 13; Neuman, 2006, p. 35).  
 
This study aims to explore conceptions of digital strategy and the elements of which 
it is comprised. As there is currently limited academic research on the phenomenon, 
this project is, therefore, predominately exploratory in nature. To a lesser degree, this 
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study may be considered to be descriptive as it seeks to provide rich description and 
an accurate account of the way in which participants conceive digital strategies 
(Sandelowski, 2000). A descriptive summary of the data gathered will be presented 
as the first step in the data analysis process (Miles & Huberman, 1994). The next 
section considers the ontological perspective (view of reality) adopted in the current 
study. 
 
3.2.2 Ontology 
Ontology is described as the “study of being” (Blaikie, 1993, p. 6; Crotty, 2003, p. 
10). According to Crotty (2003, p. 10), it sits: 
“… alongside epistemology informing the theoretical 
perspective, for each theoretical perspective embodies a certain 
way of understanding what is (ontology) as well as a certain way 
of understanding what it means to know (epistemology)”.  
 
There’s a wide range of ontological positions from realism to idealism (Blaikie, 
2007; Ormston, Spencer, Barnard, & Snape, 2014). Realism entails a belief in the 
existence of an ‘external reality’ that is objective and remains unaffected by human 
conceptions and activity (Blaikie, 2007, p. 13; Ormston et al., 2014, p. 4). As 
Macquarrie (1972, p. 79) purports, “If there were no human beings, there might still 
be galaxies, trees, rocks, and so on…”. In contrast, idealism holds that reality only 
exists through human understanding and interpretation (Blaikie, 2007, p. 13; 
Ormston et al., 2014, p. 5).  
 
In the current study, realism is the adopted ontological position as it may be claimed 
that digital technology can exist regardless of human thought and consciousness. For 
instance, if a customer buys a product online without considering the myriad of 
technologies that enables the purchase including the hardware (e.g. the computing 
devices, routers and servers), website or digital platform (e.g. eBay), software, 
protocols (e.g. TCP/IP) and database(s), it does not mean that these technology assets 
and capabilities do not exist. Instead, it suggests that people conceive and experience 
phenomena differently and may have varying levels of awareness (Edwards, 2007).  
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Furthermore, it is believed that strategy represents a diverse yet finite number of 
possible ways of attempting to achieve a goal. As such, it may be argued that the 
concept of digital strategy will also exist regardless of whether human beings 
consider and/or adopt a specific strategy to achieve identified goals and objectives. 
As D’Cruz et al. (2015) state “… while a specific instance or execution of a digital 
strategy may be influenced by entities’ thoughts and ideas, it may be argued that the 
range of possible strategic choices or courses of action that are available to execute 
digital strategies will exist regardless of human consciousness and thought”. Thus, 
digital strategy is considered an external reality. The next section explores the 
epistemological perspective adopted in the current study. 
 
3.2.3 Epistemology  
Epistemology, as Blaikie (1993, p. 7) states: 
“… is a theory of knowledge; it presents a view and a 
justification for what can be regarded as knowledge – what can 
be known, and what criteria such knowledge must satisfy in 
order to be called knowledge rather than beliefs”.  
 
There are three main epistemological positions identified in literature, each giving 
birth to numerous variants over time: Objectivism, constructionism, and subjectivism 
(Crotty, 2003, p. 5). Objectivism maintains that objects possess ‘intrinsic meaning’ 
and ‘the objective truth’ may be discovered. In contrast, subjectivism holds that 
objects do not contain ‘intrinsic meaning’; rather meaning is imposed on the object in 
a way other than by interacting with the object (Blaikie, 2007, pp. 18-19). On the 
other hand, constructionism entails a belief that “meanings are constructed by human 
beings as they engage with the world they are interpreting” (Crotty, 2003, p. 43). In 
this regard, constructionism brings together the objectivist and subjectivist 
epistemologies – meaning is constructed by the subject engaging with “the world and 
objects in the world” (Crotty, 2003, p. 44).  
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An ontological position of realism and an epistemological position of social 
constructionism adopted in this study appear to be compatible. Social 
constructionism refers to “the collective generation and transmission of meaning” 
(Crotty, 2003, p. 58). As Crotty (2003, p. 43) states, a ‘Tree’ “is likely to bear quite 
different connotations in a logging town, an artists’ settlement and a treeless slum”. 
Similarly, as explored in the literature review in the previous chapter, the term 
‘digital’ and the phenomenon of digital strategies may be interpreted differently by 
various entities (Swabey, 2013) depending on the social and organisational context in 
which it is understood. As such, it is believed that various conceptions of digital 
strategy may exist, influenced by the context and culture in which the phenomenon is 
experienced. Furthermore, as Crotty (2003, p. 47) indicates, in the constructionist 
view, “there is no true or valid interpretation” of reality, however, there are “useful 
interpretations”. 
 
3.2.4 Research Paradigm 
According to Neuman (2012, p. 46), a paradigm “is an integrated set of assumptions, 
models of doing good research, and techniques for gathering and analysing data. It 
organizes concepts, theoretical frameworks, and research methods”. Three broad 
approaches to social science are evident: the positivist approach, the interpretive 
approach and the critical approach (Crotty, 2003, p. 5; Neuman, 2006, p. 81; 2012, p. 
47; Panahi, 2014, pp. 66-67).  
 
The positivist paradigm is often characterised by the following: 
• An aim to provide scientific explanations by discovering the “causal laws of 
human behaviour” (Neuman, 2006, p. 82); 
• Belief in an external reality, which is evident through empirical studies (Burrell 
& Morgan, 1979, p. 5; King & Horrocks, 2010, pp. 11-12; Neuman, 2006, p. 87); 
• An assumption that objective facts constitute social reality i.e. the social and 
natural worlds are analogous (Neuman, 2012, p. 47); 
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• The adoption of a determinist view towards human nature, which maintains that 
human activities and behaviour is shaped by situational and environmental 
factors (Burrell & Morgan, 1979, p. 6); 
• A preference to employ a deductive approach to inquiry and theorising (Neuman, 
2006, p. 82; 2012, p. 47), which entails testing theory through the formulation of 
hypotheses, data collection and data analysis (Blaikie, 2007, p. 9; Ormston et al., 
2014, p. 7). The research findings either lead to hypotheses being confirmed or 
rejected, which may bring about changes to the initial theory (Bryman & Bell, 
2011, p. 11); 
• A disposition to employ quantitative methods of data collection and analysis 
(Burrell & Morgan, 1979, p. 7; Crotty, 2003, p. 15; King & Horrocks, 2010, p. 
12; Neuman, 2012, p. 47); and, 
• A belief in replication logic to validate knowledge by conducting multiple 
experiments or studies with the expectation of analogous research findings 
resulting each time (Burrell & Morgan, 1979, p. 5; Neuman, 2006, p. 85; 2012, p. 
47). 
 
The interpretive paradigm is often characterised by the following: 
• An aim to comprehend the way in which social meaning is constructed in a given 
context (King & Horrocks, 2010, p. 11; Neuman, 2006, p. 88; Ormston et al., 
2014, pp. 11-12); 
• The view that meaning is constructed through social interactions and by the way 
in which people experience phenomena (Crotty, 2003, pp. 72-86; King & 
Horrocks, 2010, p. 11; Neuman, 2006, p. 89; Ormston et al., 2014, pp. 11-13); 
• The view that people’s decisions and actions are based on their subjective 
reasoning and prerogative (Voluntarism) (Neuman, 2006, pp. 90-91); 
• A preference to employ an inductive approach to inquiry (Neuman, 2006, p. 91), 
which entails a bottom-up approach beginning with data collection, analysis and 
subsequently the generation of theories and generalisations (Blaikie, 2007, p. 9; 
Ormston et al., 2014, p. 7); 
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• A disposition to employ qualitative methods of data collection and analysis 
(Crotty, 2003, p. 15; King & Horrocks, 2010, p. 11); and, 
• An ideographic approach which involves acquiring “first-hand knowledge of the 
subject” (Burrell & Morgan, 1979, p. 6), undertaking comprehensive analysis and 
producing highly descriptive explanations (Burrell & Morgan, 1979, p. 6; King & 
Horrocks, 2010, p. 11; Neuman, 2006, p. 91). 
 
The Critical approach goes beyond merely investigating social reality to critically 
evaluating and transforming the social world by galvanizing people (Neuman, 2006, 
p. 95). Of the three theoretical perspectives considered, the current study closely 
aligns with and adopts the interpretive paradigm as it seeks to explore the various 
perceptions of digital strategy and explore the way in which organisations approach 
digital strategy development. Furthermore, the current study primarily assumes an 
inductive approach to reasoning, “adopting the view that perceptions of digital 
strategy are constructed by entities experiencing the phenomenon in specific social 
contexts” (D’Cruz et al., 2015).  
 
3.2.5 Approach to Data Collection and Analysis 
Quantitative methods are often associated with gathering numeric data and the 
positivist research paradigm with an objectivist view, whilst qualitative methods are 
generally associated with gathering textual data and the interpretive paradigm with a 
subjectivist or constructionist epistemological position (Crotty, 2003, pp. 14-15; 
Rolfe, 2006, p. 306). However, as Crotty (2003, p. 15) highlights, this polarisation is 
not vindicated and as Rolfe (2006, p. 309) posits the word ‘qualitative’ should not be 
erroneously associated with a specific research paradigm; rather its use should be 
reserved to describe data collection methods. Besides, as Van Maanen (1979, p. 520) 
highlights, qualitative and quantitative research methods “are not mutually 
exclusive” and researchers such as Gable (1994) have demonstrated the way in 
which qualitative and qualitative methods may be effectively integrated in what is 
commonly referred to as a mixed-method study. 
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As the current study is predominately exploratory and aims to build theory, 
qualitative methods of data collection and analysis, employing an inductive and 
ideographic approach appear to be best suited. 
 
3.2.6 Research Use 
According to Neuman (2012, pp. 11-13), there are two main types of research. Basic 
research has an “academic orientation”, with an emphasis on methodological rigour, 
and a primary goal of contributing to the existing theoretical body of knowledge and 
publishing in scholarly journals (Neuman, 2012, pp. 11-13). On the other hand, 
applied research is often sponsored and consumed by external organisations such as 
companies and agencies seeking practical solutions to real world problems, often 
with a greater willingness to compromise research rigour in favour of fulfilling 
practical requirements (Neuman, 2012, pp. 11-13; Panahi, 2014, p. 68).  
 
The current study is primarily oriented towards basic research for the following 
reasons: 
• The study aims to contribute to the existing body of knowledge on digital 
strategy and more generally, strategy development; 
• Findings are intended to be disseminated in academic conferences and published 
in scholarly journals; 
• The research is to adhere to high standards of rigour and research quality will be 
ensured by employing various strategies and measures; and,  
• The academic community is thought to be the primary consumer of the findings 
of this research in the immediate future, and opportunities for further explanatory 
and confirmatory research are expected to arise from this study. 
 
Nonetheless, numerous applied benefits are expected to result from this study as 
outlined in Chapter 1. 
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3.2.7 Summary 
This section has provided consideration to the philosophical and theoretical 
assumptions and perspectives adopted within the current study. Table 3 provides a 
summary. 
 
Table 3: Classification of Current Study against Various Research Dimensions 
Dimension Adopted Stance 
Study’s purpose Primarily Exploratory (and descriptive 
to some extent) 
Ontology Realism 
Epistemology Constructionism 
Research paradigm Interpretivism 
Approach to inquiry and 
theorising 
Inductive 
Approach to data collection 
and analysis 
Qualitative 
Research Use Primarily Basic Research 
 
The next section explores the methodology employed to conduct the study as well as 
the study’s data collection and analysis methods. 
 
3.3 SELECTED RESEARCH STRATEGY 
“All research ultimately has a qualitative grounding.” 
Donald Campbell (as cited in Miles & Huberman, 1994, p. 40) 
 
To determine an appropriate research strategy for a study, Yin (2009, pp. 8-14) 
suggests that three conditions be considered: the form of research question, the level 
of control needed over behavioural events and the extent of focus on contemporary 
versus historical events. The current study aims to address the following research 
questions:  
1. What is a digital strategy? 
2. How is a digital strategy developed? 
 
As such, the research questions for the current study are of the form ‘what’ and 
‘how’. Furthermore, this study does not seek to control the behaviour of research 
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participants. Any attempt to control behavioural events implies that there may be 
specific propositions that the study aims to test. Rather, this study aims to explore the 
various conceptions of the phenomenon of digital strategy and describe the ways in 
which organisations develop a digital strategy. In addition, the study has a strong 
contemporary focus given rapid advancements in digital assets and capabilities in 
recent years. Therefore, a multi-method study comprising a qualitative survey 
approach and a case study approach appears to be a suitable research strategy for this 
project. 
 
A multiple methods research approach where each method is employed to investigate 
both research questions, facilitates triangulation of methods thereby minimising bias 
and strengthening the findings arising from this study (Davis, Golicic, & Boerstler, 
2011; Jick, 1979). It appears that a qualitative survey was a suitable approach for this 
study given the phenomenon has a contemporary focus and requires no behavioural 
control (Yin, 2009). While Yin (2009) indicates that surveys are an appropriate 
method to employ when the form of the research question is ‘who’, ‘what’, ‘where’, 
‘how many’ or ‘how much’, in the current study the qualitative survey method was 
used to investigate both research questions, which are of the form ‘what’ and ‘how’ 
respectively. This study distinguishes between a quantitative and qualitative survey 
and argues that the qualitative survey may be a suitable approach to investigate 
research questions of the form ‘how’ because as Jansen (2010) claims the qualitative 
survey may be inductive and “is the study of diversity (not distribution) in a 
population”. Further, as Whittington (1993) asserts, strategy may be conceived along 
two dimensions: (1) the purpose of / outcomes produced by strategy, and (2) the 
process by which it is developed. In this regard, it may be argued that a qualitative 
survey is sufficiently versatile to facilitate both the exploration of conceptions of 
digital strategy as well as the way in which digital strategy development is 
approached. 
 
According to Yin (2003, p. 9), the case study is an appropriate methodology when “a 
‘how’ or ‘why’ question is being asked about a contemporary set of events, over 
which the investigator has little or no control”. Therefore, a case study approach was 
suitable to explore how digital strategies are developed. Additionally, it may be 
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argued that a certain process of developing digital strategies necessarily implies a 
certain understanding and perception of digital strategies. Therefore, it may be 
argued that both research questions may be explored by employing a case study 
approach. Furthermore, as Swanborn (2010, p. 16) acknowledges, case studies are 
amenable to studying the numerous versions of social reality and provides a distinct 
opportunity to investigate the various and at times divergent views of a phenomenon 
held by participants. Additionally, as Cavaye (1996, p. 227) asserts, “… case study 
research can be used in the positivist and interpretivist traditions, for testing or 
building theory, with a single or multiple case design, using qualitative or mixed 
methods.” The versatility offered by the case study approach offers a distinct 
advantage in the current study as it allows multiple methods of data collection to be 
employed to triangulate evidence and strengthen findings.  
 
Moreover, Benbasat, Goldstein, and Mead (1987, p. 370) advocate the use of the 
case study research strategy in information systems research projects for three 
reasons: 1) to explore information systems in a “natural setting”; 2) to comprehend 
the “nature and complexity” of processes (i.e. address ‘how’ and ‘why’ questions); 
and, 3) to explore areas in which few studies have been undertaken in the past. This 
view is also supported by Sedera, Gable, Rosemann, and Smyth (2004, p. 488) who 
assert that the “case study method emphasizes qualitative analysis” and “enables the 
researcher to conduct the study in a natural setting and generate theory from practice, 
simultaneously enabling the researcher to understand the nature and complexity of 
the phenomenon investigated”. Therefore, the case study methodology appears to be 
an appropriate approach to employ as digital strategy is a phenomenon on which 
there is currently limited academic research and it is imperative for researchers to 
first study the way in which it is formulated by practitioners prior to any attempt to 
propose a framework for digital strategy development. 
 
According to Lindgren and Münch (2015), from a methodological perspective, 
qualitative surveys are perceived to be similar to multiple case studies. Nonetheless, 
it is argued that “while multiple case studies aim to produce an in-depth analysis of 
particular cases, the focus of qualitative surveys is less specific and more concerned 
with providing a multi-faceted, diverse view of the topic of interest” (Lindgren & 
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Münch, 2015). In this regard, the qualitative survey approach adopted in this study 
reveals a range of conceptions in relation to digital strategies. In contrast, the case 
study approach allows the specific digital strategy within each case organisation to 
be investigated in greater depth within the particular organisational context by 
employing multiple data collection methods such as semi-structured interviews and 
documentation. The next section explores the survey method. 
 
3.3.1 The Survey Method 
According to Groves et al. (2011, p. 2), a survey “is a systematic method for 
gathering information from (a sample of) entities for the purposes of constructing 
quantitative descriptors of the attributes of the larger population of which the entities 
are members”. The author has described a quantitative survey. However, a survey 
may be of a quantitative or qualitative nature (Dudley, 2010; Jansen, 2010). 
According to Jansen (2010), a qualitative survey studies the diversity within a 
population rather than examining frequency distributions. Therefore, a qualitative 
survey in the context of this study, investigates the various conceptions of digital 
strategies.  
 
Table 4 illustrates the similarities and differences between a quantitative and 
qualitative survey. Dudley (2010, p. 181) indicates that qualitative surveys are 
suitable for exploratory studies because the questions are not intended to be fixed or 
the same for each participant. This allows questions to be tailored to participants’ 
unique circumstances and context thereby allowing diverse conceptions of a 
phenomenon to be elicited. The next section explores the case study approach. 
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Table 4: Qualitative versus Quantitative Survey 
Source: Jansen (2010) 
3.3.2 The Case Study Approach 
A ‘case’ is the object of the study or the unit of analysis. Case studies commonly 
focus on an individual, event, situation, program, process, activity or decision 
(Hancock & Algozzine, 2011, p. 15; Mitchell, 1983, p. 192; Yin, 2003, pp. 22-23; 
2009, p. 29), and as Stake (1978, p. 7) postulates, a case may be any “bounded 
system” that “is of interest”. Case studies can be of an exploratory, explanatory or 
descriptive nature (Luck, Jackson, & Usher, 2006, p. 106; Schell, 1992; Yin, 2003, p. 
3; 2009, p. 8) and may aim to provide description, build theory or test theory 
(Eisenhardt, 1989, p. 535). According to Benbasat et al. (1987, p. 370): 
“A case study examines a phenomenon in its natural setting, 
employing multiple methods of data collection to gather 
information from one or a few entities (people, groups or 
organizations). The boundaries of the phenomenon are not 
clearly evident at the outset of the research and no experimental 
control or manipulation is used”. 
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Yin (2003, p. 14) purports that “the case study as a research strategy comprises an 
all-encompassing method – covering the logic of design, data collection techniques, 
and specific approaches to data analysis”. However, as Hamel, Dufour, and Fortin 
(1993, p. 3) highlight, according to French sociology, the case study is considered a 
“monographic approach” rather than a ‘method’ as numerous methods may be 
utilized within a case study. Data collection methods commonly employed within 
case studies include interviews, documentation, questionnaires, archival records, 
physical artefacts, field studies, observations and ethnographies (Eisenhardt, 1989, p. 
534; Eisenhardt & Graebner, 2007, p. 27; Hamel et al., 1993, p. 3; Luck et al., 2006, 
p. 106; Tellis, 1997a; Yin, 2003, p. 86). 
 
Benbasat et al. (1987, p. 371) summarise the key features of case studies as follows: 
1. The phenomenon is studied in a “natural setting” 
2. Multiple data collection methods may be utilised 
3. One or a limited number of “cases” are examined 
4. A case study is a comprehensive and systematic study of the complexity of the 
unit of analysis 
5. A case study is more suited to the “exploration, classification and hypothesis 
development stages of the knowledge building process” 
6. A case study does not involve manipulation or “experimental controls” 
7. Independent and dependent variables are not identified prior to the study 
8. The results of the study are largely dependent on the researcher’s ability to 
integrate findings 
9. New hypotheses are developed as the study progresses, and consequent changes 
to the sites selected and the data collection process are considered valid and 
allowed 
10. Case studies are useful in investigating ‘how’ and ‘why’ questions 
11. A case study focuses on contemporary events 
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In summary, this section has provided an overview of the common characteristics of 
case studies and identifies a ‘case’ as the unit of analysis for the study. The following 
sections examine various possible case study designs and components of the case 
study design. 
 
3.3.2.1 Types of Case Study Designs 
Yin (2009, p. 46) identifies four types of case study designs across two dimensions: 
single versus multiple case designs, and holistic versus embedded case study designs. 
Where possible, a multiple case study design should be conducted and is favoured 
over single case studies as it facilitates the triangulation of results and findings may 
be strengthened through replication (Tellis, 1997b; Yin, 2003, pp. 46-47; 2009, pp. 
60-61). As Eisenhardt (1989, p. 542) asserts, “… cases which confirm emergent 
relationships enhance confidence in the validity of the relationships” whereas “cases 
which disconfirm the relationships often can provide an opportunity to refine and 
extend the theory”. Therefore, a multiple case study was conducted in the current 
project. 
 
Holistic case studies have a single unit of analysis whereas analyses for embedded 
case studies occur at both levels – the logical sub-unit(s) as well as a global, 
overarching unit of analysis, for instance, a program comprising numerous projects 
(Yin, 2003, pp. 42 - 45; 2009, pp. 50-52). A holistic design was selected for this 
study because the intent of this research project is to explore the construct of digital 
strategy and analyse the way in which it is developed. 
 
3.3.2.2 Components of the Case Study Design 
Yin (2009, p. 27) identifies five key components that should be considered while 
designing a case study: 
1. A study’s questions 
2. Its propositions (if any) 
3. Its unit(s) of analysis 
4. The logic linking the data to the propositions; and 
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5. The criteria for interpreting the findings 
 
The sections that follow provide consideration to each of these components in turn. 
 
3.3.2.2.1 Study’s Questions 
As outlined in Chapter 1, the current study aims to investigate the following research 
questions: 
1. What is a digital strategy? 
2. How is a digital strategy developed? 
 
A number of sub-questions guided this investigation (Refer to chapter 1 for more 
information). 
 
3.3.2.2.2 Study’s Propositions 
According to Yin (2003, p. 22), a study’s propositions guide the researcher in 
seeking evidence and addressing the study’s goals. While he acknowledges that 
propositions may not be necessary for exploratory studies, Yin (2003, p. 22) 
maintains that even exploratory research requires a clear purpose and criteria for 
determining success.  
 
Given the exploratory nature of this research, propositions were not developed at the 
inception of this study. As Swanborn (2010, pp. 16-17) observes, often in 
exploratory case studies, detailed research questions and hypotheses or propositions 
are not developed at the outset; rather, investigators attempt to foster an open mind in 
relation to unexplored or undiscovered facets of the unit of analysis, which may give 
rise to serendipitous results. Furthermore, as Eisenhardt (1989, p. 536) states 
“preordained theoretical perspectives or propositions may bias and limit the 
findings”. Instead, it is recommended that researchers undertaking theory building 
studies identify the research problem, formulate research questions and attempt to 
identify possible key variables based on existing literature whilst avoiding 
considering particular relationships between variables at the initial stages of the study 
(Eisenhardt, 1989, p. 536).  
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3.3.2.2.3 Unit of Analysis 
The unit of analysis or the object of the current study is ‘digital strategy’. As Hamel 
et al. (1993, pp. 42-43) purport, “a researcher’s subjectivity will intervene, and must 
intervene” in order to define the object of the study from a sociological perspective 
to facilitate case selection. It is claimed that as long as “this intervention is clearly 
stated, it then becomes objectified into an object that is clearly… the sociological 
point of view” (Hamel et al., 1993, p. 42). Similarly, Eisenhardt (1989, p. 536) 
advocates defining the study’s focus at the outset to ensure that investigators are not 
overwhelmed by the copious amounts of data that may be gathered and to facilitate 
effective decision-making in terms of determining the types of organisations to 
approach and to focus on collecting data that is of interest and relevance to the study. 
 
Therefore, in order to facilitate case selection and the development of a research 
protocol, this study adopted the broad view that:  
A digital strategy represents the plans that an organisation 
develops and/or the activities it undertakes to achieve 
organisational and/or functional goals, enhance its value 
proposition to customers and improve competitiveness by 
exploiting available digital assets and capabilities. 
 
3.3.2.2.4 Logic linking data to propositions 
While propositions were not developed for this study, as Eisenhardt (1989, p. 536) 
highlights: 
“A priori specification of constructs can… help to shape the 
initial design of theory-building research…. If these constructs 
prove important as the study progresses, then researchers have a 
firmer empirical grounding for emergent theory.”  
 
As such, various constructs relevant to the research questions were examined in the 
literature review presented in Chapter 2. These constructs were further explored 
during the multiple-case study, which served to build theory. 
 Chapter 3: Research Approach 81 
 
Yin (2003, pp. 116-133) outlines five specific analytic techniques that may be used 
to analyse data in case studies: Pattern Matching, Explanation Building, Time-Series 
Analysis, Logic Models and Cross-case Synthesis. Pattern matching involves the 
comparison of a theoretical or predicted pattern to an operational, empirical or 
observed pattern (Tellis, 1997a; Trochim, 1989, p. 356; Yin, 2003, p. 119; 2009, p. 
136). Explanation building is a specific type of pattern matching that is most useful 
in explanatory case studies as it aims to explain phenomena by specifying “a 
presumed set of causal links about it” (Yin, 2003, p. 120; 2009, p. 141). While 
explanation building is a form of analysis that is predominately relevant for 
explanatory studies, it may also be used in exploratory studies to generate ideas and 
develop propositions for further research (Tellis, 1997a; Yin, 2003, p. 120; 2009, p. 
141). Time-series analysis in qualitative case study research, Yin (2003, p. 122) 
asserts is akin to time-series analysis undertaken in experiments. Logic models 
involve specifying and tracing through a complicated set of consecutive events that 
are organised in “repeated cause-effect-cause-effect patterns, whereby a dependent 
variable (event) at an earlier stage becomes the independent variable (causal event) 
for the next stage” (Yin, 2003, p. 127; 2009, p. 149). Cross-case synthesis is an 
analytical strategy that involves examining and comparing multiple cases to identify 
cross-case patterns (Yin, 2003, pp. 133 - 137; 2009, pp. 156-160). The current study 
employed pattern matching, explanation building and cross-case synthesis. 
 
3.3.2.2.5 Criteria for Interpreting Findings 
Yin (2003, p. 27) acknowledges that there may not be an exact way of determining 
criteria to facilitate the interpretation of findings and recommends an attempt to 
interpret findings by comparing the case study data against rival propositions. In the 
current study, cross-case synthesis facilitated comparison of patterns across different 
cases, and the findings from the case study and the qualitative survey were compared 
with patterns identified from the existing literature. In this regard, findings were 
interpreted by comparing emerging patterns from the case study data that can be 
supported through replication with the identified patterns from the existing body of 
literature on the research topic. 
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3.3.3 Data Collection 
Two main methods of data collection were believed to be suitable for this research 
study: Semi-structured interviews, and Documentation. While the qualitative survey 
will employ semi-structured interviews to gather data, both semi-structured 
interviews and documentation will be used to gather case study evidence. The 
sections that follow will examine these methods in greater detail. 
 
3.3.3.1 Semi-structured Interview 
“I view interviewing as both an art and a science. It is important 
that the researcher attends to both of these aspects of the 
research encounter if the full potential of interviewing as a 
means of eliciting relevant, valuable and analytically rich data is 
to be realized” 
Barbour (as cited in Liamputtong, 2013, p. 72) 
 
To determine the most suitable method to gather verbal data, Flick (2006, pp. 204-
210) proposes four points of reference. Firstly, Flick (2006, p. 205) advises 
researchers to consider various criteria to select the most suitable verbal data 
collection method amongst the various types of interviews, group methods and 
narrative. As Liamputtong and Ezzy (2005, p. 57) highlight, the majority of 
qualitative studies can be considered to be “both inductive and deductive”. 
Therefore, semi-structured interviews were a suitable data collection method as it 
provided the versatility to examine emerging ideas and new concepts in addition to 
allowing further investigation of the concepts presented in existing literature. 
According to Liamputtong and Ezzy (2005, p. 56), “Semi-structured, or focused, 
interviews sit somewhere between the fixed questions and forced responses of 
surveys and the open-ended and exploratory unstructured interviews with no fixed 
interview schedule”. 
 
Secondly, Flick (2006, pp. 205-208) urges investigators to ensure that the chosen 
method is suitable given the research questions and the study’s participants. Semi-
structured interviews facilitate the collection of abundant and detailed empirical 
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evidence, which is a pre-requisite to understanding conceptions of digital strategy 
within the context in which entities experience the phenomenon. Besides, given that 
the study’s participants are primarily managers or senior executives who had limited 
time to expend towards this research, semi-structured interviews ensured the efficient 
and effective use of their time. 
 
Thirdly, Flick (2006, pp. 208-210) advocates ensuring that the selected method is 
suitable for the research topic or issue. According to Eisenhardt and Graebner (2007, 
p. 28): 
“… as research incorporates more cases and moves away from 
everyday phenomena such as work practices to intermittent and 
strategic phenomena such as acquisitions and strategic decision 
making, interviews often become the primary data source. 
Interviews are a highly efficient way to gather rich, empirical 
data …” 
As such, semi-structured interviews appeared to be apposite to investigate the 
conceptions of digital strategy and the digital strategy development process. 
 
Finally, Flick (2006, p. 210) posits that the data collection procedures and method(s) 
should suit the data analysis method(s) and the process of interpreting findings. 
Thematic analysis was employed to analyse the case study evidence. Thematic 
analysis “is a method for identifying, analysing and reporting patterns (themes) 
within data” (Braun & Clarke, 2006, p. 79) and is perceived “… as a foundational 
method for qualitative analysis” (Braun & Clarke, 2006, p. 78). As Braun and Clarke 
(2006, p. 78) purport, thematic analysis is highly flexible as it is not aligned with any 
specific scientific paradigm and is appropriate for use within studies that adopt a 
constructionist or objectivist epistemology, with the capacity to yield rich, 
comprehensive and complex data. Thus, semi-structured interviews is highly 
compatible with the data analysis method of thematic analysis. Semi-structured 
interviews were employed for both, the qualitative survey as well as the case study 
approach. 
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3.3.3.1.1 Developing the Study’s Protocol 
As McCracken (1988, p. 27) highlights qualitative interviews may be “… time 
consuming, privacy endangering, and intellectually and emotionally demanding …” 
for interviewees. Therefore, a preamble was read to participants prior to commencing 
an interview in order to reiterate and remind interviewees of their rights as well as to 
ensure that they were relaxed and understood the intent of the research project and 
the interviews (Refer to Appendix 2 for the interview protocol). 
 
The conduct of interviews was a three-part process. The initial questions were 
designed to collect information that may allow participant responses to be 
contextualised.  
 
The second group of questions aimed to explore participants’ conceptions of digital 
strategies and the digital strategy development process. During this process, the 
investigator avoided introducing concepts from literature to prevent a biasing effect 
on the responses by stifling interviewees from providing new and unique insights 
into digital strategies. 
 
The final set of interview questions aimed to elicit interviewees’ conceptions on 
relevant concepts presented in the existing literature. During this process, ‘active 
listening’ strategies were employed to identify the underlying, implicit or “hidden 
meaning” (McCracken, 1988, p. 21) in an interviewee’s response and probe with 
further questions (Liamputtong, 2013, p. 59; McCracken, 1988, p. 21).  
 
As Holstein and Gubrium (2004, p. 141) state: 
“Both parties to the interview are necessarily and unavoidably 
active. Meaning is not merely elicited by apt questioning, nor 
simply transported through respondent replies; it is actively and 
communicatively assembled in the interview encounter. 
Respondents are not so much repositories of knowledge – 
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treasuries of information awaiting excavation – as they are 
constructors of knowledge in association with interviewers”  
 
This view acknowledges that meaning is constructed by the interviewer in 
conjunction with the interviewee. The interviewer does not simply bracket prior 
knowledge and understanding of the phenomenon; rather the person engages in 
“openly dialogical interviews” to “achieve a narrative of greater complexity and 
‘polyphonic authoring’” (Liamputtong & Ezzy, 2005, p. 59). 
 
McCracken (1988, p. 21) discourages qualitative researchers from employing active 
listening techniques claiming that it may derail the project by “‘capturing’ nothing 
more than the investigator’s own logic and categories”. Nonetheless, as Liamputtong 
and Ezzy (2005, p. 57) highlight, bias may result if an investigator adopted a non-
interventionist style of interacting with the interviewee during a semi-structured 
interview. Furthermore, Mishler (as cited in Liamputtong & Ezzy, 2005, p. 57) 
argues that in an active interview, the researcher should continually seek to manage 
subjectivity and bias. As Simons (2009, p. 162) posits, the intent should not be to 
eliminate subjectivity from qualitative studies as “subjective understandings are part 
of the strength of qualitative case study research”. Instead, the investigator must 
identify “when it contributes to insight and understanding and when it might become 
a potential bias” (Simons, 2009, p. 163). In this study, investigators have addressed 
bias by exercising reflexivity and recognising and communicating limitations, 
predispositions, biases and the research team’s background and influence on the 
interview process (Simons, 2009, p. 163; Whiting, 2008, p. 35). 
 
The interviewers’ understanding and conceptions of the phenomenon have been 
influenced by various factors such as prior education and knowledge. The primary 
researcher solely conducted most of the interviews. The researcher holds 
undergraduate degrees in business and information technology and has graduated 
with first-class honours in information technology. The researcher completed a 
preliminary literature review prior to the data collection process (refer to Chapter 2) 
exploring the concepts of business strategy, information technology strategy, and 
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digital strategy, which would have influenced the investigator’s conceptions of the 
phenomenon. The primary investigator is currently also employed at case 
organisation 1 as a Systems Analyst and as a result, has an awareness of the entity’s 
digital strategy and the intended digital transformation. The principal research 
supervisor was also present at interviews 1 and 2 and jointly facilitated the interview 
along with the researcher. The principal supervisor is a senior lecture in the 
Information Systems Discipline at the Queensland University of Technology. 
 
3.3.3.2 Documentation 
Documents relating to the entity’s digital strategy were requested from each case 
organisation. Given that organisational strategies and plans are often documented, it 
was believed that documents may provide detailed and comprehensive information 
about an entity’s digital strategy and the way in which it was developed, which can 
be used to supplement and corroborate the interview data. 
 
As Yin (2003, p. 92) highlights, interviews are exposed to “… the common problems 
of bias, poor recall, and poor or inaccurate articulation”. Similarly, it is possible for 
documentation to be biased and as Atkinson and Coffey (2011, p. 79) state: 
“Documentary sources are not surrogates for other kinds of data. We cannot, for 
instance, learn through written records alone how an organisation actually operates 
day by day.” Nonetheless, documentary evidence can serve to further extend 
knowledge and understanding of the phenomenon than that which could be achieved 
solely through the conduct of interviews. As Patton (1999, p. 1193) asserts, 
“Different kinds of data may yield somewhat different results because different types 
of inquiry are sensitive to different real world nuances”. Therefore, documents, in 
case study research, can be used to build on and substantiate evidence from other 
sources such as interviews, through the triangulation of data sources, thus enabling 
the researcher to minimise bias and strengthen findings (Patton, 1999, p. 1195; Yin, 
2003, p. 87; 2009, p. 103). 
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3.3.4 Data Analysis 
“Because each qualitative study is unique, the analytical 
approach used will be unique” 
Patton (as cited in Saldaña, 2009, p. 47) 
 
Thematic analysis was employed to analyse the data collected during the multiple-
case study and the qualitative survey. The data analysis process comprises three main 
phases: Preparation, Coding and Generating Patterns (Braun & Clarke, 2006, pp. 87-
93; Clarke & Braun, 2013; Creswell, 2003, pp. 190-195; Panahi, 2014, p. 86). The 
sections that follow consider each of these phases in turn. 
 
3.3.4.1 Preparation 
The purpose of the preparation phase was to transcribe the audio recordings of the 
interviews, acquire a familiarity with the data and establish procedures for the secure 
storage and analysis of the data (Panahi, 2014, p. 85). Each interview was audio 
recorded and subsequently transcribed. The researcher became closely familiar with 
the interview data through the process of transcribing the recordings and repeated 
active readings of the transcripts by looking for patterns in and generating meaning 
from the data (Braun & Clarke, 2006, p. 87; Clarke & Braun, 2013). 
 
The interview transcripts with individually identifiable information were securely 
stored electronically. The transcripts were later cleansed of any identifiable 
information and a copy was imported in NVivo, the selected Computer Assisted 
Qualitative Data Analysis Software (CAQDAS) program (Saldaña, 2009, p. 16) for 
this research project, to facilitate data analysis. During data collection and analysis, 
the researcher created memos in NVivo to document personal views on the 
phenomenon of digital strategy in an attempt to remain reflexive (Rolfe, 2006, p. 
309). In addition, ideas about emerging concepts, themes and patterns that can be 
further developed will also be documented (Creswell, 2003, p. 191; Panahi, 2014, p. 
87; Saldaña, 2009, pp. 34-36). A sample memo has been included in Appendix 3 
(Rolfe, 2006, p. 309). The researcher also reviewed the digital strategy document 
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obtained from case organisation 2 to improve familiarity with the content and 
prepare for coding. 
 
3.3.4.2 Coding 
According to Miles and Huberman (1994, p. 56), “Codes are tags or labels for 
assigning units of meaning to the descriptive or inferential information compiled 
during a study”. Coding will be performed using NVivo by selecting and assigning 
sections of the interview transcript to a node where a node represents a code (i.e. a 
code will be applied to the section of text). This process was repeated until the 
interview transcripts were coded and the codes were reviewed. 
 
Selecting appropriate coding method(s) for a research study is an art and as Saldaña 
(2009, p. 47) acknowledges, there is no ‘right’ or ‘best way’ of coding and analysing 
qualitative data. Coding, in this study, was primarily a “data-driven” process rather 
than a “theory-driven” process whereby the codes and themes generated were based 
on the data collected as opposed to applying specific pre-determined codes or themes 
derived from existing literature (Braun & Clarke, 2006, p. 89). Nonetheless, as 
Bechhofer (as cited in Ali, 1998) states “… the research process is not a clear-cut 
sequence of procedures following a neat pattern but a messy interaction between the 
conceptual and empirical world, deduction and induction occurring at the same 
time”. Similarly, Perry (1998) argues that induction and deduction are intertwined 
and inseparable and Richards (as cited in Perry, 1998) posits that “it is impossible to 
go theory-free into any study”. Boyatzis (1998, p. 29) identifies three ways in which 
thematic codes can be developed, “(a) theory driven, (b) prior data or prior research 
driven, and (c) inductive (i.e., from the raw data) or data driven”, and purports that 
“these approaches can be considered to form a continuum from theory-driven to 
data-driven approaches”. 
 
In this study, the primary coding methods utilised were descriptive coding and sub-
coding, as well as In Vivo coding where the codes comprise of the participant’s own 
words (Saldaña, 2009). Extracts of text in an interview transcript, may be un-coded 
(if they do not relate to the research questions and the intent of this project), coded 
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once, or coded many times (Braun & Clarke, 2006, p. 89). Appendix 3 provides 
additional information relating to the data analysis and coding process employed in 
this study.  
 
Descriptive coding and In Vivo coding were also applied to document(s) gathered 
from participating case organisations. The codes generated from the document 
analysis process will be considered in conjunction with the codes generated from the 
interview transcripts to generate high-level patterns or themes (Bowen, 2009) as 
outlined in the next section. 
 
3.3.4.3 Generating Patterns 
To further organise the initial codes and generate overarching themes or patterns, 
pattern coding will be employed. A theme, as Braun and Clarke (2006, p. 82) 
explain, “… captures something important about the data in relation to the research 
question, and represents some level of patterned response or meaning within the data 
set”. This study identifies themes at a semantic or manifest level (i.e. explicit 
meanings from the data), as well as latent themes (i.e. the underlying beliefs and 
conceptualizations influencing the semantic themes) where possible, from a 
constructionist perspective (Boyatzis, 1998, pp. 16-17; Braun & Clarke, 2006, p. 84). 
As such, the study acknowledges that “meaning and experience are socially produced 
and reproduced rather than inhering within individuals” and “seeks to theorize the 
sociocultural contexts, and structural conditions, that enable the individual accounts 
that are provided” (Braun & Clarke, 2006, p. 85).  
 
As Ely, Vinz, Downing and Anzul (as cited in Braun & Clarke, 2006, p. 80) argue, 
the concept of themes emerging from the data “… can be misinterpreted to mean that 
themes ‘reside’ in the data, and if we just look hard enough they will ‘emerge’… If 
themes ‘reside’ anywhere, they reside in our heads from our thinking about our data 
and creating links as we understand them”. It must be noted that the view that 
investigators merely “voice” their participants’ conceptions and the notion that 
themes emerge from the data, insinuate a passive role for the researcher; rather in this 
study, it is acknowledged that the investigator is actively involved in identifying 
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themes and patterns in the data, choosing those of relevance and interest to the 
research topic and questions, and reporting those findings (Braun & Clarke, 2006, p. 
80). As such, the investigator has maintained a reflexive stance throughout this study 
to address any potential bias. 
 
Cross-case synthesis was employed in the current study to identify cross-case 
patterns thereby improving confidence in the study’s findings. The findings from the 
case study were then compared with the findings from the qualitative survey to 
further improve confidence in the results. The findings from the current study were 
also interpreted in light of the constructs and themes identified in the existing 
literature on digital strategy. To some extent, explanation building was employed in 
this study to explore patterns that were unexpected or which conflicted with other 
patterns identified in the data gathered and to propose propositions for subsequent 
research studies. 
 
The patterns generated from the data will be reviewed numerous times and 
reorganised as necessary. According to Miles and Huberman (1994, p. 69):  
“Pattern codes are explanatory or inferential codes, ones that 
identify an emergent theme, configuration, or explanation. They 
pull together a lot of material into more meaningful and 
parsimonious units of analysis. They are a sort of meta-code. 
First-level coding is a device for summarizing segments of data. 
Pattern Coding is a way of grouping those summarises into a 
smaller number of sets, themes or constructs”. 
 
In addition, the three step process proposed by Bazeley (2009, p. 10) will be adopted 
in this project to develop “more meaningful” theory: 
• Describe – Describe the features and boundaries of each theme 
• Compare – Compare cases to identify differences in the features and boundaries 
of each theme across varying situations and contexts 
• Relate – Identify relationships between themes 
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3.3.5 Summary 
This section has provided consideration to and justification for the use of a multi-
method research design comprising a qualitative survey and a multiple case study 
approach, and explored the characteristics of each of these methodologies. It further 
explored the way in which semi-structured interviews and documentation will be 
used to gather data, and coding and thematic analysis will be employed to analyse the 
data collected. The next section examines the notion of generalizability as it relates 
to this research, the sampling methods employed, and the way in which access to 
participants was gained. 
 
3.4 GENERALIZABILITY, SAMPLING, ACCESS TO PARTICIPANTS 
3.4.1 Generalizability of Research Findings 
“The trouble with generalizations is that they don’t apply to 
particulars.”  
Lincoln and Guba (1985, p. 110) 
 
It is often believed that the purpose of science is to predict and control based on laws 
which A. Kaplan (1998, p. 91) terms as “nomic” or “normological” generalisations, 
which lead to the development of theory (Lincoln & Guba, 1985, pp. 110, 122). 
Amongst other things, it is claimed that for a statement to be considered a nomic 
generalisation, “the generalization must be truly universal, unrestricted as to space 
and time. It must formulate what is always and everywhere the case, provided only 
that the appropriate conditions are satisfied” (A. Kaplan, 1998, p. 91). This classic 
notion of generalizability reflects the view adopted in many positivist, quantitative 
studies. In quantitative research, often a representative sample is selected to allow 
generalisability of research findings to the entire population (Ali, 1998; Neuman, 
2012, p. 146). However, numerous authors believe that in qualitative research, 
statistical or conventional generalisation may not be possible as phenomena are 
observed and understood in particular contexts (Shenton, 2004, p. 70). Some 
interpretivists even deny that generalisation is the purpose of a qualitative study 
(Denzin as cited in Schofield, 2000, p. 70).  
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Yin (2003, p. 37) asserts that the “… analogy to samples and universes is 
incorrect…” when applied to case studies. Besides, as Lincoln and Guba (1985, p. 
114) argue, the classic perspective of generalisation is fraught with flaws, for 
instance, as human thought and activity is seldom “context-free”. As Cronbach 
(1975, pp. 122-123) claims, “Generalizations decay. At one time a conclusion 
describes the existing situation well, at a later time it accounts for rather little 
variance, and ultimately it is valid only as history”. 
 
As an alternative to “scientific induction”, Stake (1978, pp. 5-6) introduced the 
notion of “naturalistic generalization” and purports that “… case studies will often be 
the preferred method of research because they may be epistemologically in harmony 
with the reader’s experience and thus to that person a natural basis for 
generalization”. Naturalistic generalisations, Stake (1978, p. 6) claims, are 
formulated by individuals as a result of their personal experience and tacit 
knowledge, and may be communicated, but have not yet passed the logical and 
empirical tests to be considered scientific generalisations. Nonetheless, as Lincoln 
and Guba (1985, p. 122) highlight, a spectrum of possibilities exist between nomic 
and naturalistic generalisations and there are ways to ensure transferability of 
research findings “from one context to another”. The extent of transferability, 
according to Lincoln and Guba (1985, p. 124), depends on the likeness between the 
originating or sending context and the destination or receiving context, referred to as 
“fittingness”. Transferability then, according to many qualitative researchers is 
facilitated by investigators providing rich, detailed descriptions of contextual 
information so that readers may be in a position to assess the applicability and 
transferability of the study’s findings to another context or situation (Lincoln & 
Guba, 1985, p. 124; Shenton, 2004, p. 70). Therefore, in the current study, 
comprehensive contextual information is provided about the participants in the 
qualitative survey and case study as well as details about the participating case 
organisations. This will allow the reader to make decisions about the extent to which 
the study’s findings may be transferred to other scenarios and contexts. Furthermore, 
as Cronbach (1975, p. 125) asserts, it must be noted that “When we give proper 
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weight to local conditions, any generalization is a working hypothesis, not a 
conclusion”.  
 
According to Yin (2003, p. 37), in case study research, the investigator employs 
“analytical generalization” as opposed to “statistical generalization” and attempts to 
generalise findings to a “broader theory”. Replication logic may then be employed by 
investigating additional cases to replicate and strengthen findings (Yin, 2003, p. 37; 
2009, pp. 43-44). Simons (2009, p. 164) refers to this as cross-case generalisation 
and indicates that general propositions grounded in particular cases may be derived 
by examining common themes that arise from various cases in different contexts in a 
multiple-case study. Cross-case generalisation has been employed in the current 
study. Additionally, it may be argued that by ensuring variation across participants in 
the qualitative survey, and to some extent, in the case organisations selected for the 
case study, the study’s scope was increased and theory broadened. For instance, 
participants in the qualitative survey were from various backgrounds (e.g. business, 
IT and marketing), possessed varying relevant qualifications (from postgraduate 
degrees to no relevant formal education) and were employed at a range of 
organisations (e.g. public vs. private sector organisations, and global, consulting 
firms). Similarly, the two case organisations were at different levels of government 
(Federal vs. State), with different scope and scale of responsibilities, and serviced 
different client groups.  
 
Simons (2009, pp. 164-167) identifies numerous additional ways of generalising 
from case studies including the following: 
• Concept generalisation – Identified concepts may be generalised to other 
scenarios and instances regardless of context. For example, Miller and Parlett (as 
cited in Simons, 2009, p. 165) found that first-year university undergraduate 
honours geography students adopted one of three examination strategies: “cue-
conscious”, “cue seekers” and “cue deaf”, which indicated the extent of their 
interest to gather cues from staff about content covered in exams. While the 
scope of this study was limited, Simons (2009, p. 165) argues that the concept of 
“cue consciousness” may be relevant in and generalisable to other contexts. 
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• Process generalisation – Findings in relation to a process, such as the process of 
change, are generalisable or transferrable to a different context (Simons, 2009, p. 
166).  
• In-depth particularization – In-depth exploration and insight can facilitate both, a 
better understanding of unique aspects of a phenomenon as well as the discovery 
of universal truths (Simons, 2009). Simons (1996, p. 238) claims that “The 
tension between the study of the unique and the need to generalise is necessary to 
reveal both the unique and the universal and the unity of that understanding.” 
Each case examined in this study offered an opportunity to explore in-depth the 
phenomenon of digital strategy. 
 
It may be argued that many of these forms of generalisation discussed above such as 
concept generalisation and process generalisation, albeit discussed specifically in the 
context of case studies, are applicable to findings from the qualitative survey as well. 
As previously discussed, according to Lindgren and Münch (2015), from a 
methodological perspective, qualitative surveys are perceived to be similar to 
multiple-case studies. The next section provides consideration to the sampling 
strategy and sample size decisions made in this study. 
 
3.4.2 Sampling Strategy and Sample Size 
As previously discussed, quantitative research studies often aim to choose a sample 
that is representative of an entire population so that research findings may be 
accurately generalised to the population (Ali, 1998; Neuman, 2012, p. 146). 
According to Miles, Huberman, and Saldaña (2014, p. 32), while “random sampling” 
is ideal in quantitative research, it is seldom employed in qualitative studies as it can 
result in a biased sample. In qualitative research, sampling is often more “strategic 
and purposive” (Miles et al., 2014, p. 32) given qualitative studies usually focus on 
the unique features of each case and its context, facilitate the generation of 
“theoretical insights” about an aspect of a phenomenon (Neuman, 2012, p. 147), 
reveal distinct facets of the phenomenon, and/or facilitate a greater and deeper 
comprehension of complex phenomenon (Miles et al., 2014, p. 32; Neuman, 2012, p. 
147).  
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Given that the current study is primarily qualitative in nature, a strategic approach to 
sampling was adopted. As Flick (2006, pp. 122-123) highlights, sampling decisions 
may be made at different stages of the research process:  
• While gathering data (case sampling, e.g. decisions about who to interview) 
• While analysing data (material sampling, e.g. decisions about which sections of 
the transcribed interview data are relevant and should be considered, and which 
sections can be ignored)  
• While presenting findings (presentational sampling, e.g. decisions about which 
cases or evidence best substantiates findings) 
 
Miles et al. (2014, p. 33) further distinguish between within-case sampling and 
multiple-case sampling. According to Miles et al. (2014, p. 33) sampling decisions 
within a case may relate to the “activities, processes, events, times, locations and role 
partners”. It is claimed that within-case sampling is generally nested, that it “should 
be theoretically driven – whether the theory is prespecified or emerges” as the 
investigation is conducted, and that it possesses an iterative quality whereby 
sampling decisions are made during fieldwork based on the evidence that is already 
gathered to validate dominant patterns, identify deviances and so forth (Miles et al., 
2014, p. 33). Multiple-case sampling allows a study’s findings to be further 
strengthened through replication. 
 
For a qualitative study, it should be noted that the concept of a ‘right’ sampling 
strategy or sample size does not exist (Flick, 2006, p. 133) and as Liamputtong and 
Ezzy (2005, p. 49) highlight, “As the focus of the analysis is qualitative, the criteria 
for the sample size are also qualitative” and defined on a theoretical basis rather than 
statistically (Liamputtong & Ezzy, 2005, p. 50). In qualitative research, it is common 
for sample sizes not to be determined prior to fieldwork and to allow emerging 
theory to define data collection based on theoretical saturation (Flick, 2006, p. 128). 
According to Glaser and Strauss (1999, p. 45): 
“Theoretical sampling is the process of data collection for 
generating theory whereby the analyst jointly collects, codes, 
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and analyses his data and decides what data to collect next and 
where to find them, in order to develop his theory as it emerges. 
This process of data collection is controlled by the emerging 
theory, whether substantive or formal.” 
 
In the current study, ten interviews were conducted as part of the qualitative survey. 
A decision was made to discontinue data gathering after the 10th interview, as it 
appeared that theoretical saturation was being approached. Additional factors that 
influenced this decision included the time and resource constraints of a single 
Masters student completing this study within a 3 year timeframe on a part-time basis 
(equivalent to 1.5 years when completed full-time). For the case study, determining a 
pre-defined number of cases was thought to be a better strategy given time 
constraints, as the adopted approach to sampling is criterion-based, whilst also 
allowing for serendipitous findings fostered by sampling techniques such as 
opportunistic sampling within cases. Therefore, it was decided that two case 
organisations will be explored. The sections that follow discuss the sampling 
decisions made in the qualitative survey and the case study. 
 
3.4.2.1 Qualitative Survey 
Appendix 4 summarises numerous general sampling methods commonly used in 
qualitative research studies and considered for use in this research project. A 
triangulated sampling strategy was adopted in this study as numerous sampling 
methods were employed to suit the objectives, nature and context of this research 
project. The following sampling techniques were employed in the qualitative survey: 
• Purposive / criterion based sampling to obtain rich data; and 
• Convenience sampling (as the individuals and firms approached were a part of 
the researcher and the research supervisors’ professional networks); 
 
Purposive / criterion based sampling was employed as it facilitates participant 
selection based on pre-specified criteria, which was suitable for the current study as 
it allowed the research team to ensure that the selected individuals possessed 
knowledge and/or experience relevant to the research topic and the phenomenon 
investigated to provide informed responses to interview questions. Additionally, it 
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allowed the research team to ensure that participants from different backgrounds 
were selected to provide insight into digital strategies from different perspectives 
(e.g. a business, IT or marketing perspective) to elicit a wide variety of conceptions 
on the phenomenon. 
 
The criteria for selecting individual research participants in the qualitative survey 
were as follows: 
• Interviewees must have experience / involvement in developing and/or 
implementing a digital strategy; 
• Individuals in relevant senior roles should be interviewed to ensure that a high 
level, strategic view of the phenomenon is obtained 
• Individuals employed at different levels within organisations may be selected to 
provide different perspectives (e.g. middle management vs. senior executives) 
• Interviewees must be selected to represent different perspectives (e.g. a business 
perspective, an IT perspective and a marketing perspective); and, 
• Participants must be available during the period when the interviews will be 
conducted. 
 
Convenience sampling allowed the research team to access suitable participants 
through the researcher and research supervisors’ professional networks, thereby 
allowing the research team to increase the sample size to strengthen findings through 
greater corroboration of patterns in the data gathered. The next section explores the 
sampling decisions made in the case study. 
 
3.4.2.2 Multiple-Case Study 
A triangulated sampling strategy was adopted in this study as numerous sampling 
methods were employed to suit the objectives, nature and context of this research 
project. The following sampling techniques were employed for with-in case sampling 
to identify candidates for the semi-structured interviews: 
• Purposive / criterion based sampling to obtain rich data; and 
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• Convenience sampling (as the individuals and firms approached were a part of 
the researcher and the research supervisors’ professional networks); and  
• Opportunistic sampling (as a participant suggested other suitable candidates 
during an interview who offered to take part in this study). 
 
Purposive / criterion based sampling was employed as it facilitates participant 
selection based on pre-specified criteria, which was suitable for the current study as 
it allowed the research team to ensure that the selected individuals possessed 
knowledge and/or experience relevant to the research topic and the phenomenon 
investigated to provide informed responses to interview questions. Additionally, it 
allowed the research team to ensure that participants from different backgrounds 
were selected to provide insight into digital strategies from different perspectives 
(e.g. a business or IT perspective) to elicit a wide variety of conceptions on the 
phenomenon. The criteria for selecting individual research participants in the case 
study were as follows: 
• Interviewees must have experience / involvement in developing and/or 
implementing a digital strategy; 
• Individuals may be selected such that a high level, strategic view of the 
phenomenon is provided by the participants 
• Individuals employed at different levels within the organisation may be selected 
to provide different perspectives (e.g. middle management vs. senior executives) 
• Interviewees must be selected to represent different perspectives (e.g. a business 
perspective and an IT perspective); and, 
• Participants must be available during the period when the interviews will be 
conducted. 
 
Convenience sampling allowed the research team to access suitable participants 
through the researcher and research supervisors’ professional networks, thereby 
allowing the research team to increase the sample size to strengthen findings through 
greater corroboration of patterns in the data gathered. Given that this research is 
primarily inductive and aims to predominately generate theory, opportunistic 
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sampling was suitable (Miles et al., 2014, p. 32). This provided access to additional 
participants that were suitable for this study who were unknown to the research team. 
 
A criterion for selecting cases was to ensure variation in the organisations that were 
selected to maximise differences, improve the generalizability of the study’s findings 
and “extend the theory to a broad range of organizations” (Eisenhardt, 1989, p. 537). 
In this regard, the sampling techniques employed to select cases was primarily 
criterion sampling and convenience sampling. The organisations selected were of 
different sizes (in regards to their number of employees), at different levels of 
government (Federal vs. State), serviced different client groups, and performed 
different core business activities. The next section provides consideration to the way 
in which research participants were accessed. 
 
3.4.3 Access to Research Participants 
Access to research participants was gained by the researcher and the research 
supervisors’ approaching individuals within their vast professional networks that met 
the pre-defined criteria. The principal research supervisor introduced participants 4, 6 
(from case organisation 2), and 11 to the researcher, from the supervisor’s 
professional network. Additionally, the researcher is employed in case organisation 1 
as a Systems Analyst and as a result, gained access to Participant 3 and 8. Participant 
8 introduced the researcher to participants 9 and 10 and indicated that these 
individuals would be able to provide significant insight into the phenomenon. The 
investigator was introduced to participants 1 and 2 through mutual connections in the 
researcher’s professional network. The researcher attended a seminar presented by 
participant 5 on the phenomenon, and hence invited the individual to participate in 
this research following the presentation. Participant 7 was recruited through 
professional contacts at the Queensland University of Technology. Many of the 
interviews were conducted through telephone or video conferencing to ensure that 
participants at different locations (such as interstate) could be accessed (Refer to 
Appendix 5). 
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3.4.4 Summary 
This section has provided consideration to the different ways in which the study’s 
findings may be generalised including ‘analytical generalisation’, ‘concept 
generalisation’, ‘process generalisation’ and by providing sufficient contextual 
information to allow readers to determine the extent to which research findings may 
be transferred to other contexts. The various sampling strategies employed in the 
study were also considered including purposive / criterion based sampling, 
opportunistic sampling and convenience sampling, comprising a triangulated 
sampling approach to suit the requirements of this project. In addition, this section 
outlined the way in which access to research participants was obtained. The next 
section considers the way in which quality and rigour was ensured in this study. 
 
3.5 RESEARCH QUALITY AND ETHICS 
3.5.1 Research Quality and Rigour 
“Rigour is the means by which we demonstrate integrity and 
competence, a way of demonstrating the legitimacy of the 
research process. Without rigour, there is a danger that research 
may become fictional journalism, worthless, as contributing to 
knowledge” 
Tobin & Begley (as cited in Liamputtong, 2013, p. 24) 
 
Yin (2003, pp. 34-39) identifies four criteria that should be considered to ensure 
research quality when conducting case studies, namely: 
• Construct validity – relates to establishing accurate operational measures for the 
phenomena of interest. Construct validity can be improved by gathering evidence 
through multiple sources, creating a chain of evidence and providing 
opportunities for participants to review the draft case study report. 
• Internal validity – is only applicable for causal or explanatory studies and 
involves determining causality in relationships. Internal validity can be improved 
by employing pattern matching, explanation building, addressing rival 
explanations and/or employing logic models. 
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• External validity – determining the extent to which the study’s findings may be 
generalizable. External validity can be improved by using the initial theory to 
generalise findings in single case studies or replication logic to generalise 
findings in a multiple-case study. 
• Reliability – relates to whether the study’s findings may be reproduced if the 
processes were to theoretically be repeated in the same manner, to ensure 
abatement of bias and error. Reliability can be improved by developing and 
following a case study protocol and creating a case study database. 
 
In the current study, construct validity was enhanced by utilising two data collection 
methods (interviews and documentation) to triangulate findings. A chain of evidence 
was established as follows to facilitate traceability and ensure integrity in conducting 
the research: 
• A protocol for this study was developed and followed; 
• Findings from the qualitative survey and multiple-case study was supported by 
evidence such as direct quotes from the transcribed interview data; and, 
• NVivo was used to store, manage and analyse the data gathered and document 
notes / memos relating to the research and the research topic to ensure researcher 
reflexivity 
 
According to the notion of internal validity expounded by Yin (2003), this dimension 
of quality is not applicable in this research as the study is not explanatory in nature 
and does not aim to investigate causation. External validity in this project was 
ensured through replication logic in cross-case syntheses, and comparative analysis 
of the findings from the qualitative survey and case study, to support the 
generalizability of findings. Reliability of the study’s findings was enhanced by 
developing and following a protocol for this study as well as by creating a database 
to store, manage and analyse the data gathered (in NVivo). 
 
However, as Venkatesh, Brown, and Bala (2013, pp. 33-34) highlight, some 
academics and researchers argue that the criteria used to evaluate studies that adopt 
quantitative methods such as validity and reliability, should not be applied to studies 
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that adopt qualitative methods. Lincoln and Guba (as cited in Liamputtong, 2013, p. 
25) have proposed four quality criteria for assessing the rigour or ‘trustworthiness’ of 
qualitative research studies. According to Liamputtong (2013, pp. 25-27), these 
criteria are roughly comparable to the traditional measures of quality employed in 
quantitative studies as follows:  
1. ‘Credibility’ may be considered to be similar to ‘Internal validity’. 
2. ‘Transferability’ may be considered to be similar to ‘External validity’. 
3. ‘Dependability’ may be considered to be similar to ‘Reliability’. 
4. ‘Confirmability’ may be considered to be similar to ‘Objectivity’. 
 
Credibility, relates to the question “How congruent are the findings with reality?” 
(Merriam, 2014, p. 213). Given a constructionist perspective has been adopted, the 
findings should sufficiently reflect the multiple versions of reality constructed by 
participants (Liamputtong, 2013, p. 25). Recommendations outlined by Guba (as 
cited in Shenton, 2004, pp. 64-69) and Liamputtong (2013, p. 25) were employed in 
the current study to ensure credibility through: 
• The purposive / criterion-based sampling of participants. 
• Adopting well-established methods for data collection and analysis. 
• The researcher adopting a reflexive stance by considering and communicating 
relevant prior knowledge, experiences, assumptions, biases and influence on the 
research process. 
• Triangulation of:  
o Data sources through the examination of multiple cases (data 
triangulation); (Patton, 1999, p. 1193; Yin, 2003, p. 98; 2009, p. 116). 
o Investigators as the first two interviews were facilitated by the researcher 
and the principal supervisor (investigator triangulation) and; (Patton, 
1999, p. 1193; Yin, 2003, p. 98; 2009, p. 116). 
o The use of multiple methodologies (i.e. qualitative survey and case study) 
and data collection methods which include interviews and documentation 
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(methodological triangulation) (Liamputtong, 2013, pp. 30-32; Patton, 
1999, p. 1193; Yin, 2003, p. 98; 2009, p. 116). 
• Embracing opportunities for peer review through the presentation of research 
findings in a top-ranking academic conference. In addition, the research 
supervisors reviewed the analysis and findings that resulted from this project. 
• Providing sufficient rich and detailed information on the phenomenon. While 
entire interview transcripts are not published in order to ensure confidentiality 
and protect participants’ privacy, sufficient evidence is provided to justify the 
investigator’s interpretation of the data. This includes a summary of each 
interview and document. Additionally, direct verbatim quotations from the 
interviews with participants and the digital strategy document from case 
organisation 2 are provided to support findings. 
• Interpreting the study’s findings in light of relevant existing literature. 
 
Transferability, according to Merriam (2014, p. 223), relates to “… the extent to 
which the findings of one study can be applied to other situations”. The 
generalizability of the study’s findings was discussed previously in this chapter. 
 
Dependability relates to whether the study’s findings ‘fit the data from which they 
have been derived’ (Carpenter & Suto as cited in Liamputtong, 2013, p. 26). 
Recommendations outlined by Liamputtong (2013, p. 26) were employed in the 
current study to ensure dependability by: 
• Providing a comprehensive account of and strong justification for the approach 
employed to conduct this study including the chosen methodology and data 
collection and analysis methods; 
• Facilitating traceability of research processes; and, 
• Triangulation of methods and participants. 
 
Confirmability is “the degree to which findings are determined by the respondents 
and conditions of the inquiry and not by the biases, motivations, interests or 
perspectives of the inquirer” (Lincoln and Guba as cited by Liamputtong, 2013, pp. 
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26-27). In the current study, confirmability was improved through researcher 
“reflexivity, triangulation and auditing” (Liamputtong, 2013, p. 27). The next section 
explores the ethical considerations for this study. 
 
3.5.2 Ethical Considerations 
“Every research activity is an exercise in research ethics; every 
research question is a moral dilemma and every decision is an 
instantiation of values” 
Clegg & Slife (as cited in Liamputtong, 2013, p. 36) 
 
As the current project involved human participation, ethical approval from the 
University Human Research Ethics Committee (UHREC) at the Queensland 
University of Technology was sought prior to data collection. An application to 
conduct low risk research involving human participants was completed providing a 
summary of the proposed research, an overview of research participants and the way 
in which they will be approached, as well as the process for managing the data 
collected during fieldwork. Ethics approval was obtained from UHREC prior to data 
collection for the conduct of this study (Approval Number 1400000306).  
 
The approach email approved by UHREC was sent to potential participants along 
with the approved participant information sheet and consent form (Refer to Appendix 
6). Informed consent from participants was obtained prior to data collection.  
 
There were no special ethical matters to consider in relation to this project. This 
project did not intend to gather highly sensitive information or information of a 
defamatory nature. In addition, individual and organisation names were not reported 
in any publications as protecting the privacy of participants and ensuring 
confidentiality of the information gathered was paramount. Moreover, any conditions 
stipulated by target organisations were observed. Furthermore, to minimise anxiety 
and remind participants of their rights, a preamble was read prior to the 
commencement of each interview (Refer to Appendix 2).  
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3.5.3 Summary 
This section has discussed the ways in which research quality and rigour have been 
ensured in the current study as well as other ethical considerations. The next section 
concludes the discussion on the approach adopted to complete this study. 
 
3.6 CONCLUSION 
This chapter considered the philosophical position adopted in the current study as 
well as the approach employed to conduct the study. It describes, and provides 
justification for the multi-method approach employed to conduct this study 
comprising the case study methodology and a qualitative survey. It discusses the 
adopted data collections methods (semi-structured interviews and documentation) 
and explains the data analysis process of preparing, coding and generating patterns 
from the data gathered by employing thematic analysis. In addition, this chapter 
considered the sampling strategies employed, the generalizability of the study’s 
findings, and the ways in which research quality and ethical conduct of the research 
were ensured. 
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Chapter 4: Participant and Data Summary 
4.1 INTRODUCTION 
According to Miles and Huberman (1994, pp. 10-11), the data analysis process 
comprises three main activities: data reduction, data display, and conclusion drawing 
and verification. In qualitative studies, it is claimed that data reduction may occur 
through ways such as selection, summary / paraphrasing of data and so forth (Miles 
& Huberman, 1994, p. 11). This chapter marks the beginning of communicating the 
data analysis process employed in the current study. It firstly provides contextual 
information about the study’s participants, which should be considered while 
interpreting the data collected. Subsequently, it provides a summary of each 
interview supported by verbatim quotes from the interviews, to illustrate the data 
reduction process and facilitate the subsequent identification of themes. It also 
provides a description of the draft digital strategy document for case organisation 2. 
 
4.2 OVERVIEW OF INTERVIEW PARTICIPANTS / CASE 
ORGANISATIONS 
A total of 10 interviews were conducted for this study and 11 participants were 
interviewed. Participants 9 and 10 requested to be interviewed jointly as they 
performed similar roles within the organisation over different time periods. Note that 
the interview with Participants 9 and 10 was conducted over two days, one week 
apart, and Participant 10 was not available for some of this interview. Interviews 
were conducted in person, through teleconferencing, or by using video conferencing 
software to provide access to participants in different locations across Australia. 
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Table 5 below provides a brief profile of each participant, and identifies the research method that guided data collection and analysis. 
 
Table 5: Interview Participant Profiles 
Interview 
# 
Participant 
# 
Gender Job Title / Occupation Industry / Sector / Organisation Type Research 
Method 
1 1 Male Managing Director – Digital Digital Practice within a large, global consulting firm Qualitative Survey 
2 2 Male Business Solution Executive Business Processing Practice within the professional services arm of a global technology company 
Qualitative 
Survey 
3 3 Male Senior Executive Federal Government Case Study 1 
4 4 Male Freelance Technology Journalist Technology Journalism 
Qualitative 
Survey 
5 5 Male Chief Digital Officer, CIO & Vice President Tertiary Education Provider 
Qualitative 
Survey 
6 6 Male Senior Business Analyst State Government Case Study 2 
7 7 Male Business Development Manager Transport 
Qualitative 
Survey 
8 8 Male Senior Director Federal Government Case Study 1 
9 9 Female Senior Director Federal Government Case Study 1 10 Female Senior Director Federal Government 
10 11 Male Chief Information Officer Health – both private and government sectors  Qualitative Survey 
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Each interview began with one or more questions that aimed to elicit an overview of the 
participants’ career, current role, the organisation in which they were employed, and other 
contextual information to gain additional insight about aspects that may influence their 
responses and perspective on the phenomenon. This information is outlined below to allow 
the findings from this study to be considered in the appropriate context. 
 
Qualitative Survey 
 
Participant 1: 
As a Managing Director of a global consulting firm’s Digital Practice across Australia and 
New Zealand, Participant 1 has two main roles: 
1. Internal facing – To understand how to make the firm more successful by especially 
considering the digital space, which markets to enter and which companies/capabilities to 
acquire. The firm provides strategy related services ranging from strategy consulting to 
outsourcing and is a large, complex, globally connected, multi-billion dollar company 
with hundreds of thousands of employees. Therefore, this role involves considering what 
digital means to the firm, to the firm’s clients, and its employees. 
2. External / Client facing – To assist in the delivery and execution of digital strategies for 
client organisations across Australia and New Zealand across various industry sectors. 
He is involved in all parts of the digital strategy derivation process from ideation, “the 
discovery of what digital is and what it means and what options present itself because of it 
and what strategies to take”, (Participant 1) to execution. He has completed a doctorate 
degree in Chemistry, finance qualifications in the United Kingdom, and a Bachelor of 
Science degree.  
 
Participant 2: 
Participant 2 is a Business Solution Executive in the Business Processing Practice within the 
professional services arm of a global technology company. He has a background in program 
and project management, especially the implementation of digital programs of work 
predominately within financial institutions. His qualifications include a Bachelor of Science 
and Information Technology degree. 
 
Participant 4: 
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Participant 4 began a digital consultancy business, which he managed for five years, 
primarily servicing small and medium sized businesses. He then joined a digital agency to 
manage their online department, which primarily was a client-facing role that entailed 
determining how to best utilise the client organisation’s marketing budget on campaigns and 
other initiatives in the digital context (e.g. websites, mobile applications and social media 
campaigns) to achieve business objectives. He then joined a large advertisement agency in 
Brisbane where his role involved a significant focus on digital strategies, pitching to clients 
about how best their brand can be represented in a digital environment, how that can be 
aligned with the overall business objectives, and managing designers, developers, project 
coordinators, creatives and other stakeholders. Subsequently, he became a freelance 
technology journalist and began writing for various technology-focused as well as 
mainstream enterprise-oriented and consumer-oriented publications such as newspapers, 
magazines and whitepapers. He has completed a degree in Information Technology, a 
diploma in Multimedia and Design covering the development of websites and mobile 
applications, as well as a diploma in Business (Marketing). 
 
This participant provides a view of digital strategies primarily from a marketing perspective. 
While the focus of this study is not to view the phenomenon from a marketing perspective, 
this participant was invited to participate in this study because digital strategies appear to 
have originated in the marketing and communications space and were initially primarily 
driven and managed by marketing executives. Digital strategies since appear to have evolved 
into more holistic, enterprise-wide strategies. As such, it is believed that this participant may 
have a unique perspective to contribute to this research given his background in Information 
Technology, Business and Marketing. 
 
Participant 5: 
Participant 5 is the Chief Digital Officer and Vice President in a leading Australian 
University. He is a member of the Senior Executive team at the University where his role has 
evolved from being the Chief Information Officer to an expansion of that role in the digital 
context to become the Chief Digital Officer. He has worked in the Information Technology 
field for approximately 25 years and has qualifications in Computer Science, Business, 
Economics and other fields. 
 
Participant 7: 
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Participant 7 has completed a degree in Property Economics and works as a Business 
Performance and Development Manager where a significant part of his role relates to the 
development of the organisation’s digital strategy. The Business Development area explores 
issues and opportunities that other business areas are unable to address. Business 
development encompasses a range of capabilities and activities including strategic planning 
and development, business intelligence, business performance measurement, research and 
surveys, and new business development and innovation. 
 
Participant 11: 
Participant 11 was the Chief Information Officer for a large hospital group in Australia for a 
number of years. He subsequently served as the Chief Health Information Officer for a State 
Government Department. While in these roles, he led the development of a digital strategy 
for both organisations. He is also completing a doctorate degree in Information Technology. 
 
Case Organisation 1 
Case Organisation 1 is a large Australian Government department with several thousand 
employees. It services a range of client groups. The agency is currently developing a Digital 
Service Strategy in response to community expectations in a digital world, as well as the 
Federal Government’s mandate for digital transformation in the public sector. 
The department’s digital strategy is one component of a broader program of work to achieve 
business transformation. Based on the evidence gathered, the agency previously had a 
channel strategy in place. However, the need for a broader digital strategy with central 
governance was later recognised and the development of the strategy began within one of the 
business areas. Since the establishment of the Digital Transformation Office (DTO) and the 
development of its digital service standard, the agency has worked closely with DTO staff to 
ensure alignment of the department’s digital strategy with the broader whole-of-government 
agenda for digital transformation. While the department’s focus was initially to encourage 
and facilitate communications through digital channels instead of the traditional paper 
paradigm, there is currently an increasing focus on exploring different ways through which 
digital services may be provided, for instance, by exposing services through application 
programming interfaces for third party applications to consume, and so forth. 
 
Participant 3: 
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Participant 3 is a Senior Executive in the Information Technology area within the agency 
with over 20 years of experience in delivering IT solutions. He is responsible for the 
implementation of large technology solutions to support the business outcomes of the 
government agency, ranging from back-end processing systems to front-end digital solutions. 
 
Participant 8: 
Participant 8 is a Senior Director who has worked in the Australian Government Department 
for approximately 22 years. He describes his role as a Business Architect Manager for the 
agency’s platform to send outbound correspondence. His role is to ensure that the 
organisation has the right systems, capabilities and business processes in place to send 
information and messages in a digital format to customers. He has held a range of different 
roles involving managing people, processing work, system testing and performance testing 
roles as well as management roles in business and information technology areas. 
 
Participant 9: 
Participant 9 is a Senior Director in an Australian Government agency currently involved in a 
program of work in relation to the provision of digital services. Prior to this role, she was 
involved in developing the initial draft of the organisation’s digital strategy. 
 
Participant 10: 
Participant 10 is a Senior Director in an Australian Government agency who is currently 
involved in a digital program of work. In her current role, she works with stakeholders in the 
DTO to ensure the organisation’s digital strategy is aligned with the broader whole-of-
government agenda to achieve digital transformation. 
 
Case Organisation 2 
The Queensland Government’s introduction of the ICT Renewal Action Plan prompted Case 
Organisation 2, a State Government department that services business organisations, to 
consider the development of a digital strategy. The department’s digital strategy is currently 
primarily internally-focused with key priorities being collaboration, a mobile and empowered 
workforce, innovation, analytics, and automation. Digital, in this strategy, refers to a 
connection between resources to generate value where resources may include processes, 
facilities, people and teams. 
 
Participant 6: 
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Participant 6 is a Senior Business Analyst who developed the Department’s digital strategy. 
He has completed a Graduate Certificate in Information Technology and a Master of 
Information Technology degree. 
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4.3 SUMMARY OF EVIDENCE GATHERED THROUGH A QUALITATIVE 
SURVEY 
The following section provides a summary of each of the interviews conducted as part 
of the qualitative survey. 
4.3.1 Interview 1 
According to participant 1, digital strategies may range from what’s termed “point 
digital strategies” to more holistic strategies that consider the implications of digital for 
the corporation, business or organisation as a whole: 
Participant 1: “I’ve got two roles... The other one is helping, deliver, 
execute digital strategies for organisations… and that varies from… point 
digital strategies - so what does mobility mean, what to do around 
mobility, to more holistic strategies that apply… what does this mean for 
us as a corporation and what does digital mean for us as a business and 
what we should do about it.” 
 
The phenomenon of digital is conceived as a number of megatrends that influence 
different industries and organisations in different ways: 
Participant 1: “… all digital really means is the collation of a number of 
megatrends going on and those megatrends influence industries and 
companies in their own specific way…”  
Interviewer: “… What are those megatrends that you’re…?”  
Participant 1: “Technology. … technology and the way the various types 
of technology are going… social, mobile, analytics, cloud… augmentation, 
robotics… those kind of leading edge technologies that are affecting the 
way that people consume media and interact with each other. The way 
people are behaving… people are interacting with technology in a 
fundamentally different way… So people are giving up their information, 
people are changing the way media is used; people are changing the way 
they interact with each other… [which has] profound meanings for 
governments and organisations and for changes in the workplace” 
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A digital strategy then is often perceived as an entity’s response to two main 
phenomena: 1) technological changes and 2) changes in consumer behaviour and 
stakeholder expectations: 
Participant 1: “So digital strategy for us and our clients is how we 
respond to a couple of changes… changes in technology… [and]… 
changes… to people… the younger generations and how they consume 
information and how they share information; how they purchase, and 
changes that take place in the workplace, about how people work and the 
nature of work. I think the combination of those things leads to people 
looking differently about how they configure organisations, [and] 
configure products that leads to what is digital strategy.” 
 
The interviewee asserts that there are two main aspects to a digital strategy, 1) 
digitisation of channels (external / customer focus) and, 2) digitisation of process 
(internal focus / focus on supply chain), and both elements are perceived as being 
equally important and necessary: 
Participant 1: “To become a digital business, I think there’s two elements 
to it. The first element is where you see that kind of digitisation of channels 
so giving you artefacts to engage with the organisation, websites, 
applications, chat rooms, whatever those may be. And on the other axis if 
you look at it, you could look at the digitisation of process across the 
organisation so enablement of working with suppliers, collaboration tools 
for internal deployment, a whole list of things that depend on the industry. 
Often we look at the kind of digitisation of artefacts as… a key component 
of what digital looks like, the digitisation of process tends to be I think as 
important… and you can’t do one without the other... So I think those two 
elements are what comprise a digital strategy.” 
 
Further, the nature of a digital strategy, and the digital experience or transformation 
sought by organisations is thought to be strongly industry oriented and dependant on 
the nature of the business or organisation (e.g. business to consumer types of 
organisations versus business to business organisations). Additionally, for many large 
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organisations, digital strategies are believed to offer greater potential for internal cost 
savings, and improved efficiency, than revenue growth / potential: 
Participant 1: “When you run the numbers, the cost savings are normally 
larger than the revenue [growth]…” 
… 
Participant 1: “… there’s two sides to the API economy… [there’s] lots of 
consumption of APIs, not a lot of monetisation of those APIs. [The] benefit 
of… for a complicated corporate, uncoupling your information and 
technology assets and making them more componentised [is] huge...” 
… 
Participant 1: “… A lot of the work in large corporates is just entropy 
reduction, it’s like reduce platforms, reduce vendors, simplify … 
standardisation...” 
 
Nonetheless, the interviewee indicates that often digital strategies don’t necessarily 
provide organisations a competitive advantage. Rather, it is viewed as a necessity and 
not implementing a digital strategy is believed to lead to a competitive disadvantage. In 
this regard, it is believed that often digital strategies merely allow organisations to 
sustain their competitive position unless the entity is endowed with rare / valuable 
digital assets that are not available to competitors or it is seeking to transform its 
business model: 
Participant 1: “... In terms of competitive advantage and sustainable 
competitive advantage, the reality is that the payoff from digital is very low 
for a lot of people. It’s just everyone doing the same stuff.” 
… 
Participant 1: “… There’s no advantage it’s a competitive expectation or 
necessity… you’d be disadvantaged if you don’t have rather than an 
advantage if you have.” 
Interviewer: “So it’s not necessarily a competitive advantage but 
sustaining your competitive position.” 
Participant 1: “Correct, yes…” 
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… 
Interviewer: “… It is a sustainable competitive position more so that it is 
in trying to step ahead. Unless…” 
Participant 1: “Possible. Unless opportunities afford themselves because 
of the assets…” 
Interviewer: “Or alternatively you’re changing the nature of your business 
processes as you say converting the physical experience to a virtual 
experience.” 
Participant 1: “Yeah…” 
 
In relation to the reasons for adopting digital strategies, fear is cited as the main reason 
for numerous commercial organisations implementing digital strategies. In contrast, the 
uptake of digital strategies in government organisations is believed to be driven by a 
need to improve connectedness between government agencies as well as with clients: 
Participant 1: “The number one driver for those commercial organisations 
is absolutely fear… of there’s something out there that we don’t know 
about… of competing against some of the [businesses such as] Amazon… 
and… changing business rules, the fear of the unknown… In government, 
it’s very different… there is a wish to be more connected, to be connected 
across the ecosystems of government, and into the ecosystems that serve 
government… giving a better, more consistent approach to the citizen.” 
 
In the interviewee’s experience, digital strategies are usually formulated and 
implemented using a top-down approach. He further states that as digital strategy 
development in many organisations precede the appointment of Chief Digital Officers, 
it is common for digital strategies to be driven by other areas within the organisation 
(with significant CEO involvement) such as marketing, corporate strategy or 
technology depending on the importance and role of digital within the organisation: 
Participant 1: “Mostly digital strategy formulation predates the existence 
of a chief digital officer. So it’s often driven by marketing or a corporate 
strategy or a combination of marketing, corporate strategies and 
technology. If a chief digital officer is in place, that’s normally his first 
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kind of job. Almost always there’s heavier CEO involvement than other 
things.” 
… 
Interviewer: “And who should be responsible for organising the 
development of the digital strategy and governance and all of that. I’ve got 
a list here – the centre of excellence as you mentioned before, the IT 
department, the marketing department, or other…” 
Participant 1: “I think… it varies on the extent to which digital is 
important to you and the way that you are organised. So if it is something 
to do as part of business as usual, IT departments preferably… if it’s… 
really about selling stuff and engagement, marketing departments… If it’s 
more transformational, then your ‘Other’ category is probably best, some 
C-suite or some digital officer.” 
 
The interviewee indicated that a digital strategy may be a standalone document or form 
a part of existing strategies, which may be indicative of the importance of digital to the 
organisation and the organisation’s digital maturity: 
Participant 1: “… digital isn’t a corporate strategy. Digital may be an 
enabler of or an accelerant or a creator of other options within corporate 
strategy… digital needs to be part of the fabric of … organisations.”  
… 
Participant 1: “Depends… I think around about 50%... it’s a standalone 
document… Around the rest of the 50% of times it’s a, if you like… subset 
of the documentation that exists within business unit or other strategy 
organisations. I think that reflects… how important digital is and how 
people are looking at where they are on their journeys…” 
 
An aspect which differentiates the digital strategy development process from 
conventional strategy development processes is the significant level of experimentation 
and iterative development that digital strategy derivation may entail: 
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Participant 1: “… the essential nature of digital strategy is one where the 
technologies themselves make it more amenable to testing and learning. So 
through the strategy development process, there’s a stronger element and 
emphasis on actually building and creating things, concepts and ideas, 
testing them with customers, and iterating strategy in a way that doesn’t 
normally take place in corporate strategy development, which tends to be a 
very cerebral one-off exercise to elicit the single right answer. I’m going to 
perhaps a little bit of an extreme there about how corporate strategy works 
but I think… [that’s] the core difference of digital strategy…” 
  
In relation to the approach to digital strategy development, the interviewee outlined a 
traditional strategy development process involving situational analysis, the 
identification of options and an assessment of those options, which are then filtered 
down to a set of conclusions and strategic decisions.  
Participant 1: “[It] is a very traditional approach where we look at our 
situational analysis, we look at option identification, look at evaluation of 
those options and we look at narrowing that down to a set of conclusions.” 
… 
Participant 1: “So… in that situational identification phase… You are 
looking at asset identification… you are looking at leading best practice, 
you are looking at the usual set of... baseline definitions of what people 
currently have and maturities of what people currently have…” 
 
Depending on the nature of the business, the digital strategy derivation process may 
also involve conducting a digital audit to identify assets available to the organisation 
that can be monetised or used to derive value or benefit: 
Interviewer: “… I’m really wondering whether when you go into a client, 
are you first identifying what digital assets they’ve got that could be 
actually employed in their digital strategy as part of that process?” 
Participant 1: “Possibly … looking at [a] telco… you’ve got all these 
assets just around data. How might those be extended in a digital world to 
act as a monetisation vehicle for third parties... ” 
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Additionally, the participant highlighted a parallel approach involving significant 
experimentation in the digital strategy development process: 
Participant 1: The parallel path we’ve got… is that experimentation path 
where we look at… heavy experimentation of concepts… through the 
digital strategy process over a 12 week let’s say digital strategy creation 
process. We would be looking at and thinking about wireframing, 
prototyping, creating through a service design methodology a set of 
artefacts that are ready for or close to ready for production at the end of 
those 12 weeks because there’s so much of kind of a touch and feel of 
what’s important around digital I think.” 
 
Design thinking emerged as a crucial element in the digital strategy development 
process: 
Participant 1: “… I mean service design in the way of using design 
thinking to reimagine how processes or how digital and digital 
technologies can change the way processes work... It’s a different way of 
coming up with new ideas and my experience is… people have been using 
kind of that design thinking, highly kind of creative approach to problem 
solving... They found that to be tremendously successful. I think it is to do 
with kind of the ambiguity of what digital is and what it can be used for…” 
 
At a high level, the interviewee indicated that the process of formulating a digital 
strategy involves defining the problem, understanding how technological changes and 
changing stakeholder behaviour and expectations may affect the organisation and its 
industry, and developing an appropriate response: 
Participant 1: “… any great strategy I think starts with a great definition 
of a problem… all digital really means is the collation of a number of 
megatrends that are going on... Let’s talk about what those actually mean 
and then what your response is… from there as opposed to digital strategy 
is too broad.” 
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Additionally, the participant highlights the potential challenges of moving to a new 
business model given an entity’s existing business model(s): 
Participant 1: “… when I was working at… [a telco]… something as 
simple as having a different set of price plans for selling… online. So 
because you sell online you don’t need to pay a commission to a dealer if 
you sell a mobile phone but you sell most of your mobile phones through 
dealers. So they were really upset when they see an offer that’s better than 
their offer in the shops going online. And managing that channel conflict is 
just really ugly and difficult …”   
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4.3.2 Interview 2 
Participant 2 perceives the phenomenon of digital as an enabler for “a new style of 
business”: 
Participant 2: “Digital to me means a new style of business. Digital is a 
new style and is an enabler for businesses of the future.” 
Interviewer: “So you don’t see it as a set of technologies or ways of 
working…” 
Participant 2: “…it’s never about really IT. IT is obviously the enabler for 
digital but… businesses don’t operate... under an IT strategy. It operates 
under… a business strategy and a business strategy is all… about their 
customers… markets... growth… return to their shareholders... To me, 
digital... is an enabler… for businesses to evolve and grow to deal with the 
new style of how the world and customers want to operate.” 
 
IT strategies are thought to be about maintaining legacy systems while transformational 
initiatives, the interviewee claims, are increasingly undertaken as part of a digital 
strategy: 
Participant 2: “… I think IT now is becoming, the view of IT is becoming I 
guess traditionally under a CIO… keeping the lights on, the legacy, the old 
world. Digital tends to be the new world… it does seem to be moving 
toward that way and typically IT budgets are focused purely on 
maintaining the status quo and the digital investments seem to be all about 
transforming.” 
 
The interviewee conceptualises a digital strategy as focusing on one or more of three 
key pillars: operations, customer experience, and/or business model transformation: 
Participant 2: “Ok so I tend to look at digitisation in three key pillars of 
where to focus in regards to digitisation strategy. Typically customers will 
look at firstly, operations so when enabling a digitisation strategy they are 
looking for operational process efficiency which will be cost reductions, 
reducing their time to market of products etc. … team productivity, 
enabling the workforce to work remotely, across borders etc. and 
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providing sort of the operations management so having transparency in 
the way that they operate, be data-driven in their decision-making and 
reducing risk. So that’s the first pillar around operations. The second is 
around customer experience so digitisation strategies now is all about the 
new generation of… social media and... instantaneous... So customers are 
demanding to be kept informed in real-time. So digital strategies help them 
understand their customers a lot more, knowing more about them, 
providing analytics and keeping them informed. It enables them to be much 
closer in selling their products and services… so giving customers choice 
in regards to how they engage with the business, in regards to how they 
want to sell and do business and... having that customer touch-points… So 
operations one, customer experience two, the third is around business 
model. So digitisation strategies are really starting to flip the way 
organisations look at their business model. So digitally enhancing your 
business enables you to reach new markets and enables you reach 
customers more quickly… It also… enables you to look at new 
opportunities and services. So you can through digital strategies look to 
partner with other organisations … and digital channels enables you to do 
that faster and quicker...” 
 
A digital strategy is thought to be driven by benchmarks and measures in relation to the 
three main pillars (operations, customer experience and business model 
transformation): 
Participant 2: “… you really need to set your measures in regards to 
digital strategy. What you want to achieve operationally? I mean is there a 
particular benchmark you want to set in regards to cost reduction? Is there 
a particular… benchmark you want to set in regards to… improving cycle 
time… from a customer experience standpoint… how are you going to 
judge your engagement with your customers? So it’s defining those 
measures and also, around a business model, are you driven from a 
growth strategy? Are you driven from penetration in new markets? So I 
would again relate to those three key pillars.” 
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Three broad approaches to becoming a digital business or organisation are outlined: (1) 
maintain existing business models whilst enhancing the customer experience and/or 
operational efficiency through digitisation (2) evolve the business model to provide 
existing product and service offerings through digital channels, (3) develop a radically 
new or transformed business model that will result in disruption: 
Interviewer: “… what approach can organisations employ to become a 
digital business?” 
Participant 2: “So really the approach is probably looking at three 
different I guess dimensions... I think the first approach is… an 
organisation may just want to maintain the current business models and 
enhance their existing business using digitisation, so… one example could 
be a bank. They are quite happy with their existing products and services 
but they just want to… engage their customers and seek the operational 
efficiencies through that digital strategy. The second element or the more 
advanced view of your digital approach is looking to evolve your business 
models. So this is where you then start to break-in through the barriers of 
looking… one dimensionally at your business models and… start 
branching-out to… enabling your services through digital means available 
through your existing channels. And then the third aspect of an approach 
to a digitisation strategy is absolutely transforming your business 
models… looking at… some of the aspects like PayPal and all these other 
providers that look to have digital solutions around payment solutions 
across multiple industries so it’s totally creating a new business model 
through digital means. So depending on what particular… approach that 
you are seeking, that will then drive your approach of how you look to 
transform to digital.” 
 
In relation to who is responsible for formulating digital strategies, the interviewee 
highlights the emergence of new roles such as that of the Chief Digital Officer and a 
move towards significant CEO involvement in driving digital strategies. Numerous 
other C-suite executives may have this responsibility depending on the nature of an 
entity’s digital strategy and the outcomes it seeks to achieve: 
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Participant 2: “Well there’s starting to be an evolution of new roles at the 
CXO level so we are starting to see Chief Digital Officers, Chief 
Marketing Officers… that’s where it’s moving towards, it’s to having 
direct reporting lines into the CEO to drive digital strategy…” 
… 
Participant 2: “… I think because of the creation of the CDO role it’s 
starting to be a recognition where you need to bring in somebody with the 
capability as you just said because a digital strategy may lean towards 
COO given if it’s operational or a CMO if it’s more marketing driven or a 
CFO if [the entity is]… financially looking at new ways to look at their 
business models and revenue models…” 
 
The participant expressed the view that digital strategies should be set by the board or 
CEO (a top-down approach) whilst consulting with other stakeholders to design the 
transformation (bottom-up and outside-in). It is further held that the digital strategy 
should act as the foundation for other strategies: 
Participant 2: “Well it’s absolutely… at the board level. A digital strategy 
for many organisations can all be about survival certainly… the strategy 
really needs to be set at the CEO or board level and will really be the 
foundation of the remaining strategies that you set at the CXO level.” 
… 
Participant 2: “Yeah I think with any type of strategy it’s probably going 
to run in both directions. I mean you certainly need a top-down approach 
in regards to setting the foundation over what your business model is 
going to be… what do you want to achieve from your customer and what 
you want to achieve… as an operation or as your core business so you 
certainly need a top-down. The bottom-up is all about… what is possible 
and the reality of digital… So… I think it’s a mixture of both you need… in 
most instances, have the top-down to set the foundation and have the 
bottom-up to design the transformation.” 
… 
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Participant 2: “And typically it’s going to have to be also driven from… 
certainly some of the partners and relationships… executives have across 
industries… and the use of consulting groups that help them establish… 
the changes required to keep them competitive in the marketplace.” 
 
Digital strategies are believed to cut across and be embedded in different levels and 
functions of an organisation, setting it apart from other organisational strategies: 
Participant 2: “…I think digital strategies tend to… go across the entire 
organisation… from operations, through to marketing, through to… 
customer, it’s all encompassing. Other particular key organisational 
strategies or… CEOs setting strategic goals can be a lot more targeted 
within particular aspects of their business.” 
 
Three main reasons have been identified for organisations developing digital strategies 
- survival, competition, and the formulation of new business models: 
Participant 2: “It depends on industry. Again, I mean some digital strategy 
drivers are purely on survival. Some can be around addressing 
competition. Others can be purely driven, again back to those three pillars 
of operation, customer and new business models. It’s going to depend on 
particular industries but… in most instances now we are starting to see 
that the digital strategy is all about survival and competition and the 
creation of new business models.” 
 
The participant indicated that a significant challenge for many organisations in 
achieving the expected digital transformation and moving to the “new style of IT” is the 
bottlenecks and constraints often associated with the existing enterprise architecture in 
that considerable intellectual property is stored in legacy environments. The 
interviewee further highlights the importance of developing a roadmap and planning the 
digital transformation journey in 6-month increments: 
Participant 2: “… the transformation journey is usually where 
organisations really struggle. So… from our experience and where you are 
successful is establishing sort of that roadmap and journey to take 
them…” 
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… 
Participant 2: “... So the transformation journey as I mentioned previously 
needs to be mapped out very carefully in regards to… what’s possible and 
what’s to be achieved… in six month increments because it is a journey. 
The biggest failure is organisations are impatient in regards to doing that 
transformation and typically, what happens due to that impatience is 
unrealistic transformations are baselined and not achieved and typically 
that failure then leads to questions and cutting of funding and ceasing of 
the journey.”  
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4.3.3 Interview 4 
The interviewee conceives a digital strategy as a significant driver in achieving 
business objectives. A digital strategy is thought to involve maximising the use of 
different available digital channels to achieve business objectives: 
Participant 4: “… to me… a digital strategy [is] how to best maximise 
online channels and by that I mean social media, could be SEM [Search 
Engine Marketing], could be blogs, could be a video through YouTube, 
could be websites and other apps etc. So how to best maximise those 
channels to achieve the business’ objectives and so the most definitive way 
of… [stating] a business objective is usually by giving it a dollar value. Ok 
so a goal for a client might be, to build a digital strategy that can 
contribute to the business to achieve a five time increase in profit for 
example right? So in order to achieve this, sales will need to exceed, I 
don’t know, 60 million dollars within five years for example. So then how 
do we best build… how do we best maximise those online channels to 
achieve that end goal, ok? So then you’d break that down further into 
marketing objectives so ok the ways we can do that is increasing your 
share of the market, or increasing the size of the entire market, to gain that 
market share, right, and then working backwards from there, and then 
building your online strategy that reinforces those objectives, or that helps 
you achieve those objectives. So… that’s my understanding of a digital 
strategy.” 
… 
“… the role of a digital strategy within an organisation’s broader 
strategic planning regime is… understanding that the digital strategy is a 
key driver in achieving the business’ objectives… so the role of a digital 
strategy is really about closely aligning it as possible with where the 
business would like to be in the next 5 years…” 
 
Further, the participant conceives a digital strategy as a marketing-oriented strategy: 
Participant 4: “… To me, and working in the industry, it’s really what it is, 
it’s really a marketing strategy right? Because marketing has gone 
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through this shift as well, marketing has become digital in many ways, 
right? … marketing has shifted their focus to digital… you see in terms of 
TV commercials and radio spots for example or print and billboards, 
they’re dying mediums, right?... Because what are people on? They’re on 
their smartphones, they’re on tablets… so it’s about getting their attention 
and brands understand this now… So I’d say… it is more marketing than 
anything.” 
 
However, the interviewee also acknowledges that increasingly there is a need to 
develop holistic digital strategies that encompass both a business perspective as well as 
a marketing perspective within the same strategy: 
Participant 4: “… And that’s one thing I want to preface as well, a digital 
strategy doesn’t just have to be, it’s holistic, not just about marketing or 
how do you attract customers, but it’s also about how do you work more 
efficiently internally as well. So… it could be building an intranet to make 
it easy for these guys to communicate internally to get things done, to 
share documents or whatever it may be. It could be… web tools or 
whatever it may be so it’s making sure to have an understanding, core 
understanding what their needs are and have a holistic approach within 
that digital strategy…” 
… 
Participant 4: “… so in the early days like in… consulting… it’s very 
much about how can the company become more efficient internally, right? 
It might be building a CRM; it might be getting them to… adopt cloud 
solutions right or something like that so I guess more traditional IT 
solutions. And I guess when I started working for an ad agency… it was 
very much about digital marketing so digital strategy on the marketing 
front right so how do we… drive customers to our business, and how do we 
increase sales?... but now I guess what I’m seeing is businesses… want a 
holistic approach so they won’t go to one provider and go, hey you know 
what you can build an intranet and you can build a CRM so that we can be 
more efficient and communicate better within our internal department but 
we also want to build this thing so we can drive more sales to our business, 
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right? So that’s when there’s overlap and you’ll find that a lot of clients 
want that holistic solution, they want this one document that addresses all 
that… So I think what you’re going to be seeing is a lot more of a hybrid… 
clients have that expectation now that they don’t see a difference between 
a business strategy and a marketing strategy on the digital front…” 
 
In fact, digital strategies are thought to encompass most aspects and functions within an 
organisation: 
Participant 4: “The scope and boundaries of a digital strategy… because 
it’s so central to the business objectives or the overall goal of the 
company, it taps into so many areas, different areas of the company, so 
many different departments… it’s not just about driving customer 
engagement and all that. It’s about how the company can work more 
efficiently internally as well. So that touches on so many different 
departments within the company...”  
Interviewer: “Do you see it as a functional level strategy or a business 
level strategy or is it overarching, more of a corporate level strategy?” 
Participant 4: “I’d say it’s more of an overarching corporate but the thing 
is, it’s how the company, it’s presented... online, right? So that would tie 
into corporate as well so I’d say corporate level for sure and then working 
backwards from there… so I’d start from here’s the company’s business 
objectives, here’s where they want to be in the next five years and then 
defining the marketing objective around that and then defining, ok 
here’s… what is the brand about, here’s their target segments, here’s their 
audience segments, and their customer engagement levels currently, here’s 
what they are currently doing with these tools, and here’s what we 
propose. So it’s kind of like yeah, it’s kind of most things, isn’t?” 
 
The need for alignment between the business strategy, digital strategy and marketing 
strategy is also highlighted: 
Participant 4: “…So that gave me the understanding of the other side of 
the coin in terms of understanding the value of business objectives and 
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making sure they align with the marketing objectives and… the digital 
strategy…” 
 
In relation to the difference between a digital strategy and an IT strategy, the participant 
posits that while a digital strategy drives the IT strategy and primarily has an external / 
customer focus, an IT strategy is more internally focused. The interviewee also 
highlights the growing expectation for these strategies to be more closely aligned and 
integrated: 
Participant 4: “… So to me, the difference between an IT strategy and a 
digital strategy is an IT strategy is more internal and a digital strategy is 
more external… customer focused whereas internal is more about making 
things more efficient by utilising these great new tools that we have like the 
cloud and things like that. So that to me is kind of the differentiator, 
however the expectation very much is now that they crossover and that you 
provide a solution that kind of checks all those boxes.” 
 
In relation to the process of developing digital strategies, the participant explains that 
the first step is to define the business objectives. The marketing objectives are then 
defined based on the business objectives and an understanding of the organisation’s 
category insight, brand insight, consumer insight and social insight may be obtained. 
Subsequently, a digital audit is conducted to determine the extent to which the 
organisation’s existing online presence helps address identified objectives and aligns 
with the brand. The digital strategy is then formulated by identifying the most 
appropriate channels, campaigns or ideas for the target audience, which address the 
identified business and marketing objectives, and align with the brand the entity intends 
to maintain or build. 
 
While the participant acknowledges that it is increasingly difficult for organisations to 
achieve differentiation through price, quality or service, it is believed that entities will 
need to identify or discover other ways of achieving competitive advantage through 
their digital strategy such as through building mind share or storytelling: 
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Interviewer: “… does a digital strategy allow organisations to achieve 
sustainable competitive advantage? What are your thoughts on that?” 
Participant 4: “Absolutely… we try and map out like a 5 year plan… and 
then adjust where we need to as time goes on but … the end goal is to have 
a long-term advantage over competitors… it’s about getting in there, 
getting to that space and trying to dominate that space as early as you can 
as well so that you can be kind of like a perceived leader within that 
category.” 
… 
Participant 4: “… if the digital strategy, how they are going about it, is not 
differentiating them enough to competitors, then that’s the weakness of the 
digital strategy itself right? Because the whole goal of the digital strategy 
is really, is to stand out really, and to look at ways of how you can do that. 
Of course… a lot of these tools… it’s very difficult to differentiate in a 
crowded market, right? You look at any industry, and you look at the 
competitors within that space, it’s very much hard to differentiate on price 
and quality of product anymore. They are very similar now whether it be 
quality, price or service… it’s very hard to differentiate on those three 
things. So that’s when a digital strategy has to come in and say look this is 
how we can stand out… I think Apple is a classic case study of how to do 
good marketing or how to do a good digital strategy... They understand 
that when a brand strikes… a chord with the consumer, it immediately in 
their minds, it gains a price increment… that’s how they differentiate 
because if you look at the end product, if you look at the iPhone there’s not 
really too much to set it apart from say a Samsung phone… So… how’s it 
working? Well because they create so much mind share amongst 
consumers and the media alike… [At an Apple keynote] they cut to a video 
[of]… the lead design guy … telling a story about how the new iPhone 
came to be, the level of precision that is going into its construction… what 
they set out to achieve, how they achieved it, what you’ll be able to do with 
it now that you couldn’t do before, and they speak so passionately about 
it… And it’s a story that… continually reinforces their brand… what they 
are about is their ability to bring hardware and software together to 
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produce an experience that can’t be had anywhere else… People will… 
pay extra for their product, right, because of the perceived premium. Why? 
Because they believe the story behind those products… they believe in that 
brand…” 
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4.3.4 Interview 5 
The interviewee perceives a digital strategy as being similar to a business strategy for 
the most part. However, a digital strategy at its core involves consideration of and a 
response to ‘digital disruption’. A digital strategy is conceived as a way for an 
organisation to achieve its future state by navigating ‘the digital waters’ and ‘digital 
challenges’: 
Participant 5: “A strategy per se in very simple terms, we are talking 
about organizational strategy. The strategy for a business organization is 
to set a vision for the future and a roadmap to achieve that vision… Now if 
we insert the ‘digital’ term to strategy, it’s basically the same but… we 
have a very strong contextual force; that is the digital disruption. So it’s a 
strategy that tries to help an organization… to navigate the digital waters 
and to arrive to a safe position in the future given all the digital 
challenges...” 
… 
Interviewer: “…I’ve come up with a work-in-progress definition… could 
[you] provide your opinion on how accurate you think it is… a digital 
strategy represents the plans that an organization develops and/or the 
activities it undertakes to achieve organizational and/or functional goals, 
enhance its value proposition and competitiveness by exploiting available 
digital assets and capabilities.” 
… 
Participant 5: “Yeah I think it’s quite good… the only thing that probably 
is missing is that in the digital age… you have disruption. What you are 
describing is more in the line of normal strategy when conditions are quite 
stable. But at this moment because of the digital thing, exponential 
properties of the digital opportunities or risk… companies are dying. So 
the things are quite a bit more dramatic... sometimes it’s a question of 
survival. It’s not just growth… so think of Blockbuster. If you apply… that 
definition to Blockbuster, they didn’t see it coming and Netflix killed them. 
So you probably need to… adjust the wording to include that dramatic 
point.” 
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It is believed that formulating a digital strategy firstly involves developing a good 
understanding and a description of the problem by reviewing the current state of the 
organisation through the lens of the risks and opportunities presented by digital 
disruption. This entails understanding contextual factors such as the external forces and 
market conditions as well as internal forces to identify risks, opportunities, strengths 
and weaknesses for the organisation. During this process, the interviewee highlights the 
importance of having an “outer vision” that focuses on the boundaries of the business 
and industry and signals, which may indicate potential risks and opportunities to the 
business in the future. This is followed by a creative process where stakeholders 
attempt to determine ways of addressing identified risks and opportunities to define the 
entity’s future state. Finally, an action plan needs to be established to outline the way in 
which the organisation will achieve the intended future state: 
Participant 5: “… the digital strategy is composed by the same elements as 
the business strategy so if you need a good definition, so to do it properly 
you need to have a rationale why you need a strategy; strategy is a 
roadmap to change... [if] you need to change, you need to understand 
why… So you need to understand all the contextual elements, all the 
external forces and internal factors that are pushing you in a different 
direction. Once you have that understanding you need to… understand the 
role that you want to play in the future given that the role that you have 
today is not enough… what are the concepts that are going to define your 
future position… So you need a ‘why’ and you need a ‘what’ and the 
‘what’ should be linked to the ‘why’… the last part is the ‘how’… you 
need... a reasonably detailed plan to achieve that future position.” 
Interviewer: “…what approach have you employed to develop a digital 
strategy?” 
Participant 5: “… you need to first understand the why and for that you 
need to do many things. You need to have a good [understanding]… of 
your internal organization, all the challenges. You need to have input from 
everyone in the organisation to understand exactly what are the critical 
factors affecting your future direction from inside. You need to have a 
good [understanding]… of the sector, the market, the competition and 
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understand what are the factors that can be coming from outside affecting 
your performance or your business and try to respond to that as well. And 
the last thing that you need to have, I call it outer vision – really in these 
times of the digital age you need to pay attention to the boundaries of our 
business… you need to pay attention to which signals that can be 
important to understand how your business is going to be… in the next few 
years. So… you try to understand the contextual situation for the 
organisation and that’s the first step. Then you need a creativity part of the 
process where having all those things understood you need to put together 
some ideas and some concepts that are going to help the organization to 
respond to that... And then… you need to pass through design process 
quite meticulous to put together an action plan that is consistent not only 
with the future picture but also with the current situation, with the current 
culture, with the current people, you need to link all those things and put 
together a plan that makes sense for your organization.” 
Interviewer: “Can you elaborate a bit more on that creative process…? 
...” 
Participant 5: “… you first have a good description of the problem. The 
problem, you are here, this is the context, these are the market conditions 
and there are some opportunities and there are some risks. So the 
definition of the problem is what should be done to mitigate those risks and 
to take advantage of those opportunities and you have a list of those risks 
and… opportunities. So the creativity process is to have those things on a 
wall and start thinking what is possible… it depends on every team, on 
every person, but it’s to really start with a blank piece of paper saying: 
well what is possible to do here?...” 
 
Some level of experimentation is thought to be necessary in the digital strategy 
development process, where ideas and concepts are modelled on a small scale to 
quickly determine the viability of a solution and these are then tested with stakeholders 
to obtain feedback. Hence, the digital strategy development process is believed to be an 
experimental and interactive process: 
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Interviewer: “… so based on the interviews that I’ve conducted so far… 
digital strategies seem to involve… heavy experimentation of ideas and 
concepts and… appears to be a very iterative process. Can you provide 
your thoughts on this?” 
Participant 5: “Yes in general to come up with new, innovative things 
requires some experimentation. You’re required to try maybe 10 things to 
find which 5 are going to continue… or any percentage. In general… you 
would start with a pilot with a small scale model of what you want and 
you’d determine if it’s possible or not. So… you need experimentation, you 
need [a] small scale approach to first test the idea and… you correct the 
path that you go when you have the first version of things… you would 
start developing things and you would test as soon as you can with future 
stakeholders to give feedback and correct whatever could be improved so 
yes it’s an experimental, interactive process.” 
 
While digital strategies are thought to have both an external and an internal focus, it is 
believed to primarily have an external focus (unlike an IT strategy): 
Participant 5: “… One… very important thing about digital strategy is 
external focus. Internal focus was the IT strategy. I think the digital 
strategy starts with external focus but it has both, internal and external.” 
 
In relation to the issues, challenges and barriers associated with developing and 
implementing digital strategies, the participant identifies the “people” component to be 
the most challenging: 
Participant 5: “…in an organization of thousands of people, the problem 
is to convince them to change, to embrace the change… people change 
management is the hardest part of any initiative… generally if you put a 
list of all the obstacles and problems and risks in implementing any 
strategy, the top part of that list is always going to be related to people – 
how you manage communication, how you engage, how you convince, how 
you break silos – I mean all those things are how to change the culture, 
how you deal with fear to change – I mean all those things are the complex 
things.” 
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The participant views the corporate strategy as outlining the vision and strategic intent 
for the organisation, comprising a digital component. A digital strategy is believed to be 
a level below the corporate strategy, providing greater information on how this is to be 
achieved. As digital strategies are thought to provide competitive advantage, it’s 
considered to be confidential and not disclosed to the public: 
Participant 5: “Well from my perspective, digital strategy is at the highest 
level… In our case, for example, we have one strategy, university strategy, 
that’s quite high level with very clear business goals but… it’s… visionary, 
it’s a strategic intent… And certainly the digital elements are incorporated 
in here… so the digital intention is core to the corporate strategy. Digital 
strategy is just one level below providing a lot more of detail of how those 
things are going to be done but it’s not public because that’s competitive 
advantage…” 
 
While the interviewee believes that digital strategies should lead to competitive 
advantage, he does not think it possible to achieve the traditional notion of long term, 
sustainable competitive advantage; rather competitive advantage is achieved and 
maintained through a successive series of initiatives: 
Participant 5: “… our digital strategy is considering several things but to 
create competitive advantage is one big part of that strategy… with the 
technology evolving nearly every day to find a new combination of 
components that can create something special for your customer… so 
certainly if we have a really competitive market one has something that the 
rest are going to try to copy but… in the pipeline at the moment [there are] 
several… things that are going to create competitive advantage [for the 
university]... When they reach the market, we’ll be a couple of years ahead 
of the competition in those things…” 
… 
Participant 5: “…I don’t think that [it] is possible to have long term 
competitive advantage. You need a sequence of initiatives that give you 
competitive advantage at any point in time… certainly the life of a 
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competitive advantage has been reduced significantly… you deliver 
something that gives you competitive advantage for the next year or two 
but… that’s when you need to have something else if you want to keep… 
yourself ahead of the pack.” 
 
In relation to whether the digital strategy displaces the IT strategy, the interviewee 
believes that this would depend on the organisation. At the university in which the 
participant is the CDO, the two strategies are combined to form the entity’s digital 
strategy. However, the participant acknowledges that in other organisations the 
strategies may be distinct and managed separately. Nonetheless, it is claimed that in 
these scenarios, the IT strategy supports the digital strategy, while the digital strategy 
drives the transformation.  
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4.3.5 Interview 7 
In developing the digital strategy, the participant explains that the organisation focused 
on digital as an electronic interface with the customer. Further, the entity’s digital 
strategy is primarily customer-focused: 
Participant 7: “… for the purpose of our digital strategy we are really 
focused on the consumer firstly and less the IT… business capability and… 
computers and new ways of working and all of that sort of thing… We just 
focused on digital as something that’s a computer or electronic interface 
between, interaction with the passenger or customer...” 
… 
Participant 7: “… what we are really focused on firstly is that customer… 
we are trying to build on that sort of customer database and got the idea of 
coming up with a consolidated or customer view or single customer view 
so that’s the primary goal that we get to know all of our customers and 
know them all intimately and then we can tailor our communications with 
them to make their experience… better...” 
 
The digital strategy for the organisation focused on three principles: connect, engage 
and transform. It sought to connect the organisation with customers and businesses, 
build ongoing and meaningful engagement, and transform the customer experience 
and/or business operations and/or the business model to generate new revenues: 
Participant 7: “… we started a few years ago with the idea of digital 
strategy to connect, engage and transform so that… we’re connecting with 
people and businesses or whatever it is and engage. It’s one thing to have 
a connection but to have that ongoing and meaningful is another thing. 
And then transforming is either transforming their experience or 
generating revenues or transforming your business operations so that sort 
of encapsulates it a bit.” 
 
In relation to the process of developing a digital strategy, the organisation underwent a 
consultative process with key stakeholders from the relevant groups. The process began 
by defining what is meant by ‘digital’ and then embarking on a process of mapping the 
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customer journey to identify the current customer experience. Crucial points in the 
customer journey that significantly influence the customer experience, termed 
“moments that matter” were identified. A gap analysis was then conducted to identify 
points in the process where customer needs are not being addressed, particularly during 
moments that matter, and digital solutions were identified to address the customer 
needs. The gap analysis resulted in the identification of various digital priorities and 
initiatives that the organisation can pursue as part of the digital strategy: 
Interviewer: “And how did you go about I suppose developing the digital 
strategy…”? 
Participant 7: “Very consultative... We had to involve the principal users 
within the different groups… we had to involve everyone because if you 
don’t get their buy-in… it won’t necessarily be successful... we tried to sort 
of firstly define what digital is… but then also we went through a process 
of… customer journey mapping, which is where you… basically, come up 
with a process of a customer’s experience with us… so you think about all 
of the processes and the touch-points that they have with us as a customer. 
Some of those touch-points are called moments that matter so they are 
more critical to their experience if they are good or bad than other 
things… so we’d identify those. And then… [you’d] sort of do a little bit of 
a gap analysis between those really important moments that matter where 
we are not necessarily addressing the customers’ needs as well and if we 
can do something in a digital sense that will address or make it better or 
improve it. So that’s sort of how we started. So from that gap analysis 
we’ve come up with some priorities and some digital initiatives to 
undertake or reprioritise what we are doing...” 
 
The customer journey maps were informed by various sources including observations 
and surveys: 
Participant 7: “… we did it through observation as well as because we 
have a research and survey program; we have quite a lot of information 
from passengers about their thoughts and experience and that sort of 
thing…” 
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Initiatives with the most impact or benefit were included in the digital strategy: 
Participant 7: “It’s mostly about what’s going to have the most impact 
across the business. So the things like getting to know the customer and 
making their journey as good as possible, so… initiatives around content 
management so that at the moment if you go between your mobile device 
or your desktop or laptop at home or the app your experience will be 
different… So we want to make that experience the same across any digital 
device and the next one’s about being able to communicate with them so 
that goes to the whole thing of knowing the customer, so customer 
information and customer data, having that all consolidated and using that 
in our communications that are tailored to the person’s specific needs and 
wants so they were the really big ones…” 
 
Design thinking is a process that is thought to be useful in developing digital strategies. 
The participant believes that the first three phases (empathise, define and ideate) in the 
design thinking process model provided were applicable and aligns to the way in which 
the organisation approached digital strategy formulation. However, prototyping and 
testing do not appear to have been significantly employed in the digital strategy 
development process and are thought to be more relevant for formulating digital 
strategies of a different nature (perhaps one that’s more innovative) and in a different 
context: 
Participant 7: “… So I suppose the first part of the process here so from 
empathise, define and ideate is really that journey mapping that we’ve 
done so understanding the customer’s needs and behaviour from their 
perspective and what’s important to them. Then… getting out of that say in 
the define stage, their needs and insights, that’s the gap analysis almost so 
what we need to do. And then that ideation is… we are not necessarily 
innovating because we are not doing something new necessarily, we’re 
learning from others… so the content management and customer 
management are those sort of things. Ok well these ideas will resolve these 
needs or the gap analysis so yeah. Design thinking is I think it’s really 
useful in this process… yeah this really does make sense. And prototyping 
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and testing, I guess that’s more, I guess that’s if you are doing something 
different… because we’re buying off the shelf software or systems…” 
 
The participant highlights the importance of not only cultivating an innovative culture 
within the organisation, but also building a brand and reputation in the broader 
community around their innovativeness to attract like-minded partners or improve the 
willingness of partners to take part in joint innovative initiatives: 
Participant 7: “… It’s all about… positioning that thinking within the 
business as well as within the broader community so that business will, 
your business partners will think of you as being innovative so that, maybe 
there’ll be more responsive to trying things out with us…” 
 
While the IT department implements the digital initiatives, the digital strategy is 
developed and managed by an internal digital task force comprising key stakeholders 
from different parts of the business. The participant holds the view that a digital 
strategy does not displace an IT strategy but it alters the role of the IT function. While 
the IT function is believed to traditionally have an operational-focus, which is thought 
to continue, the IT department now has a role in supporting the entity’s digital strategy 
and delivering the technology solutions required to achieve the intended digital 
transformation. The participant believes that the digital strategy is business-focused and 
indicates that increasingly digital will become embedded throughout the organisation in 
the various activities that it undertakes that it may no longer be a distinct strategy: 
Interviewer: “… is digital strategy sort of displacing the IT strategy?” 
Participant 7: “… it’s really a changing role of IT, that IT… just provides 
the… the systems to enable the business to achieve its need so I think it’s 
really, the IT strategy… from operational and all of that sort of thing still 
remains but the digital is about what the business needs are and so we’ve 
got to go and engage with IT to say right we want to do X, how do we do it 
with your support. So it’s just another business strategy that IT needs to be 
aware of and involved with to be able to support and deliver for us.” 
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4.3.6 Interview 10 
Participant 11 highlights that besides the traditional driver of gaining process 
efficiencies, digital strategies in healthcare can enhance the safety and quality of patient 
care. Additionally, the benefits of business intelligence in delivering efficiencies in 
various business functions are also accentuated: 
Participant 11: “… in healthcare in particular it goes beyond the 
traditional looking to make cost of service delivery more effective and 
efficient… both organisations were of the view that information 
technology… would be a key enabler of those drivers of reducing waste, so 
greater efficiency, but also safety and quality of patient care delivery.” 
… 
Participant 11: “… So both organisations that I mentioned, both have 
aspirations around improving those back-office functions and I guess 
underpinning or as part of that strategy of course is business intelligence 
so wanting to use information better to drive financial performance, to 
drive efficiencies around workforce management, efficiencies around asset 
management, and using business intelligence platforms to achieve that...” 
 
The participant conceives a digital strategy as a roadmap to the entity’s future state, 
however, cautions that each stage of that journey needs to be reviewed, and any 
identified risks need to be managed, particularly risk to the brand: 
Participant 11: “A digital strategy to me is a roadmap towards where you 
want to get to but each stage of the journey should be reviewed and 
considered on its merits. And… the risks that are identified need to be, you 
know that process needs to happen, so risk management of that investment, 
the outcomes, risk to brand in particular if it’s a digital strategy is 
critical.” 
 
While the participant acknowledges that different entities may have a different 
conception of digital strategies, to the interviewee, a digital strategy should be 
customer-centric and customer-focused. In the context of healthcare delivery, he notes a 
movement toward the consumerisation of healthcare and consumer-centred care, 
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whereby increasingly patients play an active role and have greater input into the 
healthcare they receive: 
Participant 11: “So a digital strategy means different things to different 
organisations… in healthcare… there’s a movement towards 
consumerisation of healthcare… in most other sectors, digital strategies is 
very much about engagement. So it tends to be less focused on IT and 
infrastructure and more focused on engagement with stakeholders, 
typically that’s your customers… but it can of course also mean your 
supply chain and various other things. In healthcare, that’s traditionally 
not been the case… probably the best way to describe it is, the patients, 
they have healthcare delivered to them, they are not an active participant 
in the service... But that’s changing with, obviously with the enormous 
amount of information available online. Consumers are becoming more 
educated and knowledgeable… when they are meeting with their 
physicians, they are wanting to ask more questions, they are armed with 
greater information so the consumer is becoming much more central to the 
way in which a service is… [delivered] and they want choice, they want 
informed choice. So digital strategies in healthcare… still tend to be 
focused around care delivery and the way in which the system delivers that 
care in an efficient, safe manner. But there is a movement… towards 
consumer-centred care… there is this rise of the consumer in healthcare 
and digital strategies need to be more focused on that…” 
 
In fact, it is the rise of the consumer and the tremendous attention on consumer-led 
business models that are thought to set digital strategies apart from IT strategies. 
Nonetheless, the participant emphasises the importance of not neglecting core 
organisational infrastructure requirements termed the “basic hygiene factors”: 
Interviewer: “… what do you think is the difference between a digital 
strategy and an IT strategy, if there’s any difference at all …?” 
Participant 11: “No I think there is a difference… I think now what 
industry is doing is they’re saying ‘oh, we actually should start focusing on 
consumers, because you know what consumers are actually driving the 
commercial models of business’. And that’s very different to the past… 
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previously, companies would dictate the engagement with consumers… So 
yes I think it’s a little bit of… still an IT strategy but it’s much more 
focused on the consumer and how consumers can disrupt your business 
and recognising the rise of the consumer if you like. But you still… can’t 
ignore all the basic infrastructure requirements… You can’t forget the 
basic hygiene factors associated with core infrastructure for IT… how you 
are deploying devices to your staff, how you’re enabling communication 
with staff… So I still see it as an Information Technology strategy but with 
a strong focus on consumer-led business models…” 
 
The participant stresses the importance of achieving the right balance between investing 
in legacy systems and infrastructure, and future digital capability. Further, the 
participant states the need to blend digital strategies with the business and functional 
strategies such as the IT strategy. The interviewee highlights the risks of developing, 
implementing and managing organisations’ digital strategies in isolation of their IT 
strategies, namely of over-promising and under-delivering. It is claimed that a digital 
strategy requires supporting, underpinning IT infrastructure that is robust, reliable and 
fail-safe. Additionally, it is asserted that digital strategies should consider the needs of 
other stakeholders besides customers such as an organisation’s employees:  
Interviewer: “… Also, where do you see a digital strategy fitting in in 
terms of a business strategy and more functional strategies like an IT 
strategy? At what level, will it fit in in an organisation?” 
Participant 11: “Oh I think you need to blend them. I think organisations 
that do a digital strategy in isolation of their IT strategy, that’s a huge risk 
because and particularly if you have… a Chief Digital Officer who is in 
the separate part of the business… maybe in the marketing group or 
customer engagement group or whatever they want to call it and they’re 
separate from the CIO… That’s a massive risk because the last thing you 
want to do is promise and not deliver and… every digital strategy has to 
have an underpinning infrastructure to support it and… that infrastructure 
has got to be robust, reliable, fail safe, fail-over, has fail-over capability, 
all that sort of thing. So you can’t do it in isolation and the thing about 
digital strategies as well is, digital strategy shouldn’t just be for 
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consumers, they have to be for your staff as well. So… how can you make 
staff more efficient in the way they are responding to consumers? If the 
consumer has got a mobile app then why doesn’t your staff member have a 
mobile app to respond to what transactions are happening? You know, so I 
think… it’s very dangerous to divorce your digital strategy from your IT 
strategy. I think they have to be the same because they have to complement 
each other… IT capability has to be able to support the digital strategy. 
The digital strategy has to take into account the capability that exists in the 
organisation. Otherwise, you are over-promising.” 
 
For the majority of large organisations, a top-down approach to digital strategy 
development is perceived as the most appropriate to set the future direction for the 
organisation as a whole, embedding “big picture thinking”. Large organisations may 
also have divisional strategies that align to the broader, overarching strategy: 
Participant 11: “… well I think when you are talking about strategic 
planning, not just technology based strategic planning, you have to start at 
the corporate level… It’s got to be a top-down process and digital strategy 
should be the same… you can’t have rogue business units going off on a 
totally different direction to what the enterprise has said is our direction. 
Or if you want to encourage that kind of behaviour then you have to put a 
framework around it, boundaries around it... So… it’s got to start at the 
top, it’s got to start with that big picture thinking. Where do we want to go 
as an organisation? How is technology going to enable that? How do we 
engage our consumers? How do we account for the rise in the consumer? 
… If it’s a large organisation they’ll have different divisions probably with 
their own strategies but underneath an overarching strategy.” 
 
Digital disruption is thought to affect different organisations in different ways but the 
crucial step for many organisations is to begin a conversation around digital: 
Participant 11: “… there’s plenty of research that talks about how digital 
disruption is going to become the new norm… So you’ve got to start the 
conversation. For government, it’s very much about how can we actually 
save money… Government is not thinking how do we actually create 
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disruptive technology or how do we disrupt traditional processes by 
bringing together technologies that already exist. So it’s a different way of 
thinking things. But to me, that’s got to be the first thing. You’ve got to 
start a conversation with the organisation to say digital disruption is the 
new norm. How do we embrace it? How do we manage the risk that it 
represents?” 
 
The participant outlines the approach to digital strategy development that he led as a 
Chief Information Officer in two different organisations: a government health 
department and a hospital group. The approach was centred on engagement of 
stakeholders including healthcare practitioners and patients, for example through focus 
groups. Two key concepts have emerged in relation to the digital strategy development 
process: 1) the need to provide a reference point to begin the conversation around 
digital, 2) the importance of conducting research on advancements in technology, the 
specific industry and aspects affecting the industry such as changes in government 
policy and regulations, and the existing or future role for technology in the industry, to 
inform this conversation and the subsequent development of the digital strategy. The 
participant highlights that typically the first step in stakeholder engagement is to 
develop a stakeholder matrix, which identifies the different stakeholder groups with 
influence and how they may be approached for example, lunch time workshops to 
discuss issues. The participant then created a discussion / vision paper for both 
organisations in which he led the digital strategy development process to provide a 
reference point to provoke thought and incite discussion. The participant suggests that 
the most effective way to begin the conversation with stakeholders is to provide a 
reference point to start the discussion around digital. The perils of beginning the 
discussion with a blank canvas are highlighted. Stakeholders were engaged about 
specific aspects of the patient journey, and through storyboarding, achievable digital 
capabilities were illustrated, thereby providing a means of better understanding and 
prioritising the development of future capabilities: 
Participant 11: “… So the approach I took was very much around an 
engagement strategy for practitioners so that covers doctors, nurses, allied 
health professionals and in [the hospital group]… in particular I brought 
in consumer focus groups as well as we developed our digital strategies 
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around consumer or patient engagement… I developed a document... And 
it was a glimpse into the future of what healthcare might look like from a 
digital perspective and that gives people a reference point from which to 
start the discussion. Now, I think if you just go in with a blank canvas and 
particularly within organisations and particularly within healthcare… the 
competency and literacy levels in regards to IT amongst clinical staff and 
managers is very low. So I think it’s important to have some mechanism by 
which to start the discussion in an informed way, and that way… you’ll 
extract better information about what the real needs and issues are. And 
from a consumer perspective... We focused on specific… parts of the 
patient journey and said, ok, so what’s the most frustrating thing about 
this part of the patient journey because… the patient journey is a very 
complex one across multiple settings and multiple care providers so we 
just focus on a little piece of the puzzle and again, we provided them with 
some, through storyboarding, with some insights into what digital 
capabilities were possible and where these things are important… how 
would they prioritise those types of capabilities...” 
… 
Participant 11: “… the typical way you’d approach is you’d have a 
stakeholder matrix where you’d look at who has got influence in different 
areas and different things and how you might approach those stakeholder 
groups… What I did is when I created this discussion paper and it was 
annotated as a discussion paper, it was put out there for comment and I 
had tremendous feedback… there hadn’t been a lot of engagement with 
staff around digital strategy or IT strategies [at that time], so very much a 
broad-based approach and I also held a number of lunch time workshops 
where people who were obviously passionate or interested would come 
along and would discuss issues that were raised in the discussion paper… 
then we were able to develop the actual strategy and again a similar 
approach where the strategy was available for comment and seminars and 
workshops were held with various stakeholder groups to determine... if this 
was the right strategy and then it was locked in and endorsed by the board 
as a 5-year plan with funding... And occasionally we had to adjust 
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course… so all those things were taken into account… [The hospital group 
had a few thousand staff whereas the health department had tens of 
thousands of staff.] So the process of engagement needs to be different... I 
took a similar approach, a research-based focus… again I wrote a vision 
paper on… what the future might look like. It was more, a little bit more 
technically-focused that one and that was more related to where [the 
department]… are in their capability maturity journey around digital 
capability.” 
… 
Participant 11: “… You have to provide some kind of reference frame… 
those reference points I was talking about, you’ve got to provide something 
to start the conversation and to provide some boundaries for the 
conversation. Otherwise, you’ll either miss opportunities or you’ll miss 
risks, one of the two.” 
 
Group discussions are thought to be valuable in allowing patterns and common themes 
to be identified. Agile techniques such as story boarding, supported by software tools 
that allow rapid prototyping were thought to be useful in walking customers through the 
look and feel of applications to obtain early feedback: 
Participant 11: “… But hopefully you identify patterns in discussions and 
doing group sessions is also valuable rather than one-on-one interviews. 
So group sessions also tells a story about what... is the kind of consensus 
thinking if you like around how to really focus in on those things that are 
common... the other techniques we use particularly from a consumer 
perspective… was to use some agile methodologies around, so 
storyboarding, which is typically done on paper or whiteboards or 
images… PowerPoint or whatever, but then also… using agile techniques 
to specific software tools to rapidly prototype an application and then have 
consumers walk through that so they feel like they’re actually using an 
app… so it’s a very quick and rapid way of taking a user through what that 
experience might be so that was particularly useful in getting… consistent, 
ongoing, early feedback through the development process...” 
  
 151  
 
The participant believes that the design thinking process model provided is relevant to 
digital strategy development, particularly if the digital strategies are to be customer-
focused and involve significant customer engagement. However, the participant 
acknowledges that in the digital strategy development process, he has not engaged 
significantly in prototyping solutions or potential business models. Further, it is 
indicated that it may be appropriate to seek external expertise from other entities with 
proven experience in delivering the capabilities or the outcomes that the organisation is 
seeking. The approach to digital strategy development is thought to depend on the 
“scope of the problem… the risk profile, [and] the costs” (Participant 11). Additionally, 
the interviewee highlights the need for a preliminary step of conducting research, akin 
to an environmental scan, particularly in complex business environments: 
Participant 11: “… When you look at those five steps, the only difference 
is that in healthcare, which is a particularly complex environment… 
there’s a preliminary step which is that research step... it’s almost like an 
environmental scan, so what… is the environment that surrounds 
healthcare... So you have to understand what the big picture looks like but 
then say ‘What are the areas we are going to focus on before we start 
down these process steps?’... Prototyping it depends… If you’re talking 
about digital strategy… if you are a manufacturer, supply chain is 
critical… So just-in-time ordering and all that sort of stuff is critical. So 
prototyping would be less of a factor than understanding bigger picture 
enterprise architecture issues and… how the solution fits into that 
architecture. But I think if it’s more consumer focused then… that design 
thinking process looks fine… as I said, if you’re in a very complex sector 
like health you need to have… some points of reference. Research, for me, 
that was the way to establish those points of reference.” 
Interviewer: “Can you elaborate a bit on this research phase…?” 
Participant 11: “It’s a little bit around what your competitors are doing 
but it’s… thinking a bit broader than that. What are the environmental 
factors that are affecting healthcare? So government policy will always be 
a key factor… The other is just technology. So what’s the technology 
horizons for healthcare... I’m not talking about information technology, 
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I’m talking about medical… and diagnostic technology and how’s that 
driving… needs and risks… they’re key factors and the other… that I 
would focus on is digital disruption. So… what are the consumer-based 
disruptions on the horizon, which we need to take account for in terms of 
digital strategy… that’s very out of the box thinking… So I think… they 
are… probably the three things: how does policy, how does medical 
technology and how do digital, disruptive technologies… [come] to shape 
what healthcare might look like in the future…” 
… 
Interviewer: “… if your digital strategy is more internally focused… do 
you still see this model as being applicable or is there another model that 
you think would be more appropriate or another process?” 
Participant 11: “I think… the first three steps definitely… that first step of 
empathising is very much about engagement; engaging your staff and 
really listening to the issues and their perspectives on what’s not working, 
what is working, where can processes be improved… so I think… going 
through that process and those first two steps of empathising and defining, 
yes absolutely I would agree. But generating ideas, that depends on the 
complexity of what you are trying to achieve and scale of what you are 
trying to achieve… A good example of… something I attempted to 
institute… you… go through the first couple of steps where you define with 
your stakeholders what value they are trying to create, what outcomes they 
want and then you go to market with that and you say, functionally I don’t 
know how to achieve that but what we are looking for is a partner to work 
through the, well typically it would be an implementation plan or an 
implementation planning study, to give us those outcomes… it isn’t a 
prototyping stage, but it could be… to work with an industry partner who 
has experience delivering those kind of outcomes, who has the technology 
capable of delivering those outcomes, and working with them to actually 
build the plan for how we get from where we are today to where we want 
to be… the design thinking process at that point, or even at ideate, that 
generating ideas around what the solutions would be, sometimes it’s ok to 
actually bring in external expertise to do that... look for innovative 
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companies who’ve created the value you’re looking for and get them to 
help generate the ideas… I don’t think you can use this as a cookie-cutter 
approach to every problem but… the principles that underpin it are of 
great value. It’s just that the course you take is really going to depend on 
the scope of the problem, and the risk profile, the costs…”  
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4.4 SUMMARY OF EVIDENCE GATHERED THROUGH A MULTIPLE CASE 
STUDY 
The following section provides a summary of the data collected by employing a 
multiple case study approach. 
4.4.1 Case Organisation 1 - Interview 3 
The interviewee conceives the phenomenon of digital as involving the provision of 
online services: 
Interviewer: “And what does the term digital mean to you?” 
Participant 3: “… I suppose simplistically, with my technology hat on, it’s 
about online and delivering online services.” 
 
A digital strategy is perceived to be a component of the IT strategy: 
Interviewer: “And does a digital strategy displace I guess the conventional 
sort of IT strategy?” 
Participant 3: “I think it forms a part of it. It’s a complementary piece. We 
have an overarching IT strategy around and that complements an 
overarching business strategy and the digital strategy will be one part of 
that IT strategy. So we have an overarching business strategy – what do 
we want to be as a business? IT strategy says this is how we can help you 
be what you want, the best you can be. Digital would be part of that IT 
strategy. So the IT strategy would cover, it covers systems, it covers 
people, it covers process. So it’s just a component of a larger set.” 
… 
Participant 3: “… so I think our IT strategy covers people, process and 
technology – people and process being key. To me the digital strategy 
covers aspects of those again, with my definition of digital being around 
online services. Maybe if I had a broader view of digital strategy that 
might cover more of the IT strategy but I’m trying to keep it simple for 
myself. So I think digital is just one aspect given the amount of core 
processing that we do… We’ve done those for years and years without 
online services which to me equates to digital so we’ve done a heap of 
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paper-based processing... To me, that’s not the digital strategy. That … 
would be a key component of your IT strategy.” 
 
In turn, an IT strategy is also thought to provide a foundation for, and support the 
digital strategy: 
Participant 3: “… To me the digital strategy is how you start to expose 
some of that stuff to the community, to the people who actually own that 
data because we are just the caretakers on their behalf. How do we start to 
expose that data to the people who actually own it? And that’s where your 
digital strategy comes in to allow you to start exposing that information to 
them. And then once you start exposing that information to them they want 
to be able to maintain it and change it themselves as well so you start to 
get into the self-service model as well. So I think that’s where your digital 
strategy comes in and that sort of leverages off your IT strategy and your 
IT strategy will actually be let’s maintain that data, let’s start to expose it 
through a digital strategy that allows us to start exposing it and allowing 
people to self-serve and maintain their own data. So that’s how I see them 
fitting together…” 
 
Additionally, digital strategies are thought to be underpinned by the business strategy 
and enable a broader business transformation: 
Interviewer: “And in your opinion, what elements comprise a digital 
strategy?” 
Participant 3: “… I think… underpinning it all is your business strategy. 
What is the business you’re in, what you are trying to do, what you are 
trying to achieve. Understanding that to me is the starting point so that 
then you can frame your thinking and your work program around what is 
the business that you want to be… then it’s really breaking down the 
components of the digital strategy and the business outcomes and then 
building up your blueprints around what will enable you, what forms the 
planning around meeting those business outcomes from a business process 
perspective, and then how does technology enable that. So I don’t see 
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technology in its own right as framing a digital strategy, it’s just an 
enabler to allow you to achieve the outcomes that you are looking for…” 
 
Nonetheless, it is believed that the organisation’s digital strategy forms just one 
component of the broader business transformation that the agency seeks to achieve: 
Participant 3: “…it’s really about supporting the broader… 
[transformation] of the… [agency] that’s underway at the moment and 
really making it easier for our clients to interact with us. Shift our business 
model to make that happen easier and our digital strategy is a component 
of that which offers online services both externally and offers services 
internally to make it easier for our staff to get a holistic view of dealing 
with the client as well… Previously we had [multiple]… individual case 
systems so whenever someone rang up we couldn’t get a holistic picture of 
their dealings with [us]… now we’ve… actually got a better understanding 
of the entire suite of circumstances of the individual that’s calling us so 
that you can then tailor your responses or… better help them in all aspects 
of their situation… So the digital strategy is only one aspect of how we 
transform the business.” 
… 
“I think digital is just one aspect of the broader work program that we 
have within the IT space in the [department]... Our core business is 
around [X]… A lot of that has nothing to do with digital. Digital is a nice 
window into some of those core services that we do and core processing 
that we do. People want to be able to [do Y]… They much rather that than 
to have some nice, new, nifty mobile app… If we can package that up into 
a mobile app that’s great but the digital strategy is not the be-all and end-
all in itself.” 
 
A key enabler for a digital transformation identified by the participant is a supporting 
business transformation: 
Participant 3: “… you’ve got to have that clear business strategy in your 
head to drive your digital strategy.” 
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… 
Interviewer: “Going back to what you were saying about achieving a 
business transformation… are you referring to a culture change in the 
organisation, or is it more changes in the processes …?” 
Participant 3: “I think it’s all of the above yeah… It’s not just one 
aspect… there’s multiple lenses that you need to consider to… truly have 
that transformation and I think it is an amalgamation of all those aspects 
that allow the enabling technology to be successful, for your digital 
strategy to be successful. It’s got to be off the back of a successful business 
transformation. So it’s all of those things.” 
 
In addition, a digital strategy is perceived to be a corporate level strategy: 
Interviewer: “And do you think a digital strategy is a corporate-level 
strategy, a business-level strategy or a functional strategy?” 
Participant 3: “I think it’s corporate and it accompanies the business 
transformation that we are trying to achieve.” 
 
The purpose of the department’s digital strategy is to meet the expectations of both the 
government and the community. Through its digital strategy, the agency seeks to 
reduce costs and improve operational efficiency internally, as well as meet customer 
expectations and improve their interactions with clients: 
Participant 3: “…[we] embarked on a digital strategy in response to the 
Australian Government’s initiative around digital first, which requires all 
large government agencies that have interactions of 50,000 or more with 
their customers to go digital by December 2017. So we are looking to 
make good on that as well as look to meet community expectations …” 
… 
Participant 3: “…we’re trying to transform the business… and really move 
into more streamlined, more effective services to the community, which 
also have the benefit of cheaper costs...” 
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Digital and business transformation in the agency is believed to be driven by 
government expectations, which in turn are stimulated by community expectations: 
Interviewer: “And what are the drivers of digital transformation for [the 
organisation]…?” 
Participant 3: “I think it’s government expectation which is driven by 
community expectation… [to reduce] red tape… So we are really trying to 
meet that expectation of government but ultimately it’s meeting the 
expectation of the community… I think the challenge for us is we still have 
to consider the full spectrum as the demand for digital service becomes 
greater… you’ve still got a large number of older people… that you need 
to cater for as well that are not as technology savvy as the emerging 
generation. So you’ve got that balance that you can’t shift your focus 
completely to focus on digital… because not everyone is going to be 
comfortable with the digital only strategy...” 
 
The ownership of the department’s digital strategy lies with the entity’s Chief Digital 
Officer appointed from within the business area. The interviewee believes that digital 
strategies should be developed using a top-down approach: 
Participant 3: “I think because digital strategy as I said is an enabler to a 
broader business transformation, it’s got to be driven from a top-down 
approach. You can’t do that from the bottom up because you are actually 
changing what’s happening at the coal face with your business 
transformation, so it’s pretty much got to be pushed from the top-down... I 
think that’s the only way you can be successful.” 
 
In relation to how digital strategies may differ from conventional strategies, the 
participant notes that integral aspects to a digital strategy are speed and responsiveness 
– speed to market, and being highly responsive to stakeholder needs and expectations, 
particularly that of customers: 
Interviewer: “… what are the similarities and differences in the 
characteristics of digital strategies as opposed to conventional 
strategies?” 
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Participant 3: “They want everything yesterday. So I think to me, the 
essence of a digital strategy is the service they provide and the speed in 
which you can provide those services, so speed to market around your 
online services, your digital services is paramount. Traditional, I’m talking 
with my IT hat on, traditional long-running projects… yep this is what we 
want, we go into a cave, 18 months later we pop out of the cave and Ta 
Daa! Here’s your answer. Oh, that was great 18 months ago but that 
doesn’t fit my circumstances today whereas the digital strategy is about 
speed to market... so just that expectation of immediacy I think is 
paramount within a digital strategy that you’ve got to be able to 
understand what is it that your customers are looking for and how do you 
respond to that as quickly as possible because tomorrow they are going to 
change their mind and want something else again anyway…” 
 
The participant identifies as a key challenge the need to address clients’ ‘ever-growing’ 
expectations and demands quickly in a responsive manner, particularly in a large, 
government organisation. This indicates the importance of an organisation’s ability to 
demonstrate agility in responding to changes, which may perhaps be supported by the 
organisational culture and structure, business processes, infrastructure and the entity’s 
overall enterprise architecture. The interviewee also highlights the added challenge 
around maintaining data security and protecting the privacy of clients when delivering 
digital solutions in traditionally risk-averse government organisations. 
 
The increasingly holistic nature of digital strategies, which in the context of 
government involves improving connectedness between government agencies as well 
as with the broader community, and the technical complexities and challenges 
surrounding integrating new, holistic, digital solutions into the architecture of various 
organisations, pose yet another significant challenge: 
Participant 3: “More and more the technology enablers and solutions to 
support business transformation are very complex, they are very 
integrated, they are very holistic in regards to what business outcomes 
they are trying to achieve and I think that typically requires change across 
a broad range of systems that need to be integrated and that does not come 
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without challenges… And with the DTO pushing us… down the path of 
whole of government services… you start to get into a whole range of 
interdependencies of other departments across government and a broad 
range of stakeholders within the [organisation]… and… the community...” 
 
When asked about the approach the organisation took to develop the digital strategy, 
the interviewee explained that initially a series of internal and external workshops were 
conducted by the department to obtain feedback on its interactions with the community 
as well as ways in which internal process efficiency and effectiveness could be 
enhanced. From this process, blueprints were developed, themes were identified and 
particular areas of focus were determined giving rise to specific programs of work to 
facilitate a business transformation. The interviewee articulated that subsequently the 
DTO was established as a central governing authority to provide consistency and 
direction across Federal government agencies. The interviewee indicated that the 
establishment of the DTO is proving beneficial in delivering an integrated, holistic 
experience for customers from a whole-of-government perspective, and streamlining 
investments across agencies. 
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4.4.2 Case Organisation 1 - Interview 8 
The participant believes that the need for a digital strategy at the department was 
prompted primarily by government directions and initiatives around digital services, 
and to some extent, community expectations: 
Participant 8: “… basically the government had mandated that by 2017, I 
think late 2017, any business transaction with more than 50,000 
transactions per annum needs to be in a digital way… I guess from a 
basic, community expectation though, our client base… we’re not immune 
from… [a] services perspective to the ever-changing world that we live in. 
And as consumers, and in terms of our personal interactions, with the 
onset of things like... smart phones and digital platforms and interacting in 
a very different way socially… that’s one of the key underlying drivers 
from a community expectation perspective…” 
 
The overall priorities and objectives for the digital strategy appear to have been set by a 
government mandate. The interviewee explains that the department’s digital strategy 
aims to provide clients a range of services digitally including sending digital 
correspondence, and allow clients to meet their legal obligations by integrating with the 
systems that clients use as part of their normal activities or operations. There is also a 
momentum towards allowing clients to self-serve and self-manage their legal 
obligations, which digital technology supports: 
Participant 8: “… So if you think about that, having your paper channel or 
paper interaction isn’t the way that most people operate in today’s world. 
So there’s a range of services in an online realm that we’ve been able to 
provide… So at the moment, they have to do things separately and there’s 
lots of regulations and rules around when they need to do things by and 
which systems they need to use… So from an outbound [correspondence] 
perspective… We might be able to send them a direct link of a file or XML 
or whichever technology we get to use that they can just consume in their 
core system and it’ll just turn up as part of their business as usual 
process… bringing that back to the question about what are the outcomes 
of some of the digital strategies, to me, it’ll look very different but 
basically transforming our current paper paradigm into a digital way for 
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businesses to use that through various different online services and... 
interacting with people and… from an outbound perspective it’s really 
questioning whether we need to send that piece of correspondence or not, 
or whether we need to put it into an online service which they can self-
manage or regulate themselves.” 
 
In relation to the process of developing the digital strategy, the interviewee explains 
that the department has internally developed a life cycle view of their various client 
groups. For each client group and life cycle, the department is developing a view of its 
current state in relation to the extent of digitisation in terms of the services provided. A 
view of the expected future state will be developed based on an understanding of the 
entity’s current state, and the priorities and volume metrics outlined in the whole-of-
government agenda for digital transformation. Subsequently, more detailed plans and 
roadmaps are to be developed to demonstrate the way in which the agency will achieve 
the intended transformation. The department is also working closely with the DTO to 
ensure that the government’s broad strategies around digital are being met. 
 
The department employs a process of consultation and co-design with the community 
by conducting numerous workshops to better understand client requirements. 
Additionally, various potential solutions are prototyped and tested with the relevant 
client groups to consider their impact on the client groups’ daily activities or business 
operations and to choose the best solution to implement the digital strategy: 
Participant 8: “…there’s a lot of co-consultation and co-design in those 
parts of the community to make sure that when we do provide a digital 
platform or a digital service that meets our strategy, then it actually looks 
like it meets with their business models and allows them to do what they 
do. So I guess the real driver then… is to make sure that just because… the 
government needs a digital strategy, we don’t impose on the people that 
have to interact with us” 
… 
Participant 8: “… essentially they are doing things like… designing 
prototypes and then holding workshopping groups… and asking people to 
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come in and tell us what they think of our prototypes… what does that 
mean for them in terms of the transition…” 
 
The participant identified a range of stakeholders who were consulted in this process 
including key internal business stakeholders, design groups, IT stakeholders, 
facilitators, external consultants and a varied selection of individuals from the relevant 
client groups. Additionally, the interviewee indicated that the department’s approach to 
digital strategy development aligns to the design thinking process model provided: 
Participant 8: “…I can see empathise. So we’re going out and doing a 
whole heap of client engagement to see needs and behaviours and that sort 
of thing so that’s what’s happening… Information is being simplified to… 
understand the compelling needs and gain insights… when it gets to ideate 
there’s probably a blend of, when you put it into a legislative paradigm, 
there are things that are non-negotiable… So you might go through and 
empathise with customers’ needs and behaviours and perspective. So that 
perspective might be: ‘Why do that?’ Well the legislation says so… when 
you get to the ideate perspective, we’re in parameters we have to stay 
within… legislative boundaries… we can still have ideas and do things 
differently so don’t take it the wrong way but there’s still some boundaries 
that we need to keep in mind right… So yes I think we fit the model.” 
 
An interesting question that the interviewee raised during the interview is what is meant 
by digital strategy formulation; is digital strategy development complete once the 
digital strategy document is complete, or does digital strategy formulation extend to 
include, in the context of the case organisation, consultation with stakeholder groups 
and outcomes from that process, which provide a clearer view of the digital solutions 
that may be necessary and the roadmap for the way in which the objectives documented 
in the digital strategy will be achieved: 
Participant 8: “… probably definition of strategy really needs to be 
clarified I think because there’s a process to say you’ve got a strategy to 
work out what you need to do, but the actual digital strategy itself I don’t 
think we could roll out, handover to you tomorrow. Because it’s been 
formed by things like or things we talked about before about going out 
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and... consulting with each of the different experience categories so 
individuals… and partners and all that sort of stuff. So when that comes 
back and is all formulated and gelled together then I think we’ll have a 
very clear view about digitally what are we actually trying to achieve… 
and how we actually pull that together but we’re still in the formulation 
stage of that… what is the definition of having a digital strategy done? Is it 
a formal document or is it a…?” 
 
The participant believes that there may never be an end state for a digital strategy given 
that there will always be new opportunities that emerge in the digital environment. As a 
result, the interviewee identifies that a key challenge in the digital strategy development 
process is firstly, to determine the client experience that the entity intends to provide, 
and secondly, to ensure consistency in business processes across the organisation to 
deliver the same client experience: 
Participant 8: “I don’t think there’s ever going to be an end state because 
the opportunities in the digital space are always going to be evolutionary 
right? So I think the way we are approaching this is what experience do we 
want to provide for our client bases and then there’ll be a range of 
questions about how we actually deliver that experience but in my view, 
the digital strategy is sort of to a point of cohesion and clarity when 
everyone in terms of the business process is trying to deliver the same 
experience and we’ve got that aligned… that’s actually what the real 
challenge for the… [department] is, and probably every organisation 
whether it is government or private… actually nailing down what 
experience they actually want to deliver.” 
 
The participant conceives a digital strategy as the over-arching strategy, which informs 
the business strategy and the various functional strategies that support the business 
strategy: 
Participant 8: “… so the digital strategy will actually probably sit over the 
top of everything and inform some of the business strategy and IT strategy 
that we have... so the way I see it is sort of hierarchical, you’ve got the 
digital strategy sitting at whole of government, the [department’s digital 
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strategy and strategy for business transformation]… is one of those ones 
that’s really driving a lot of change and things around our client services 
and those sorts of things and then we have a range of internal supporting, 
enabling strategies such as the IT strategy, the people strategy, the finance 
strategy, those sorts of things that all line up and support that broader 
[business transformation]… So the IT parts / elements of that would just 
be part of the broader IT strategy that will cover things like... brand new 
services… but also supports maintenance and ongoing updates and that 
sort of thing around our existing systems. So part of that strategy and 
really the key elements to deliver would be lined up to the… [business 
strategy] which is then also aligned to [the] digital strategy at the 
government level…” 
… 
Participant 8: “So my view is your digital strategy is about how you are 
going to transform your current processes and services and those sorts of 
things… how do we provide those in a digital world and it’s really about... 
what are the services from a digital perspective we are going to work on 
and that’s really just set out, in terms of the digital strategy, at a 
government level... in my view, that’s our guiding light in some respects 
because obviously you don’t want… to go off and do things in a completely 
different way to… [other government agencies]… So the [department’s]… 
digital strategy is about an internal view of what we need to do to meet 
that mandate that the government’s set… the IT strategy and… the internal 
business strategies are subsets of our digital strategy and basically they 
are the ones that actually drive out the particular things we need to change 
on the ground to meet that broader outcome…” 
Interviewer: “…So you would see the digital strategy as the overarching 
strategy that feeds into both the business and the IT strategies…”  
Participant 8: “Yeah. I would …” 
 
In this regard, the IT implementation of initiatives in the digital strategy form a part of 
the department’s IT strategy, are managed as IT program(s) of work, and delivered 
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through system releases. Internally, the department has also identified the need to 
transform the organisational culture, business processes and technology to support the 
objectives of the digital strategy being met.  
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4.4.3 Case Organisation 1 - Interview 9 
According to Participant 10, the department’s adoption of a digital strategy was largely 
driven by the need to meet community expectations. Besides the well-known benefits 
of adopting digital strategies within government such as to reduce red-tape, streamline 
processes, and achieve time savings and efficiency gains, participant 9 highlights that 
access to greater client data will allow the department to be more proactive in 
supporting clients by developing client profiles and anticipating needs: 
Participant 9: “… you can actually be far more proactive when it comes to 
supporting clients because over time you build a profile and you can 
anticipate their needs… people expect that they can deal with us in the 
same way they can deal with their bank and so on.” 
 
Previously, the agency had a channel strategy that outlined the preferred channels of 
communication. However, it was subsequently acknowledged that a digital strategy 
with central governance and visibility was necessary to provide a seamless client 
experience, allow the organisation to evolve its business model, and ensure that the 
direction set by the strategy is contributing towards what the organisation as a whole 
requires in a digital context over the long term: 
Participant 9: “… Previously, the [department]… as I understand did 
have a channel strategy. So it talked about what was our preferred 
channels for clients to interact with us… what was preferred for us as well 
as for clients and how we would encourage them to shift between there… 
but I don’t think there was recognition that a digital strategy also brings 
you that different operating model and it’s a different way of managing the 
business. It’s not just about the channels that people use, it’s about the 
systems and processes and implications on people that need to then also be 
planned for... increasingly… you need to think about it end-to-end from a 
client transaction… we’re trying to provide a seamless experience for the 
clients there so that’s where we started looking at the overall governance 
and there was recognition that we could establish a digital strategy.” 
 
The digital strategy is perceived to be a component of a broader business 
transformation within the department: 
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Participant 10: “So the … [overall program for the broader business] 
transformation, it’s looking at it from the whole of [department 
perspective]… so the transformation of the … [department] overall is 
about transforming the client experience but the client experience is made 
up of a lot more than just digital services. And sorry I should say that … 
[while the portfolio / program] was largely about transforming the client 
experience, there is also an element of transforming our internal 
operations as well. So you’ve got the… program overall of which … digital 
services is just one factor. So the digital strategy is about setting direction 
for that digital component of … [the broader business transformation] and 
in a way the intent of the digital strategy is to explain what does [the 
broader business transformation]… mean in a digital context.” 
 
While the overall program for business transformation is thought to encompass the 
operations and activities of the entire agency, the digital strategy only covers aspects of 
these activities that comprise a digital component. The digital strategy is believed to 
have implications for the IT strategy as the impact of digitisation on people, processes 
and systems need to be considered. However, while transformational digital initiatives 
are to be delivered by the IT department and form a part of the IT portfolio, the scope 
of the IT strategy also includes such things as maintaining legacy systems. 
 
Participant 9 explains that themes included in the digital strategy first emerged from a 
specific business area within the organisation. Client / user research was undertaken in 
parallel to achieve a broader business transformation in the department, which 
complemented and reinforced the initial themes that were identified and the direction of 
the entity’s digital strategy. The entity’s digital strategy was largely driven by business: 
Participant 9: “… this digital strategy work has happened in parallel with 
… [another program of work to achieve a broader business transformation 
within the department] and I think that’s been a good process because… 
[it] did an extensive amount of user research and understanding of client 
perceptions… Within there, there’s some very close themes though that 
translate to what becomes our digital strategy and there were some pain-
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points and I think that reinforced a lot of the areas that were first 
identified...” 
… 
Participant 9: “… it was largely driven by business… but… [IT] are key 
partners in order to be able to deliver on any of it but they obviously need 
to be informed by the business strategy as opposed to IT doing their own 
approach.” 
 
Participant 10 elaborates on the shifts in, and future direction of the organisation’s 
digital strategy. Currently, there is an emphasis on ensuring that the department’s 
digital strategy aligns to the broader whole-of-government agenda by working closely 
with the DTO. The interviewee also notes that while the entity’s digital strategy 
initially focused on shifting from interacting with clients via the paper channel to digital 
channels, the department is now exploring various ways of operating and servicing the 
community digitally: 
Participant 10: “…where we’re taking the strategy now is to make sure 
there’s whole-of-government alignment. So my role in the digital program 
is to work with the Digital Transformation Office, which… [is] that central 
coordinating body looking at digital services right across government… to 
make sure that our strategy is aligned with that broader agenda… from, I 
guess their guiding principles through to the priority that we are wanting 
to progress, and making sure that they are also in the priorities of 
government. And the other shift in our digital strategy at the moment is 
trying to talk a lot more broadly about specific concepts of how digital 
could be delivered. So previously when… [we] first started in this space… 
the key shift was, in quite simple terms, almost getting just the 
[department]… to move away from paper and do things electronically. 
Now we are trying to talk about different ways of doing things digitally so 
for instance, whether we provide [a] direct service to the community, 
whether we engage software, whether we integrate services with third 
party systems, trying to understand the opportunities that technology gives 
us to eliminate the need for certain activities or to completely streamline 
the experience…” 
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In relation to the process of making strategic decisions regarding the most appropriate 
digital channels to deliver services, participant 9 indicates that this is largely driven by 
the whole of government standard set by the DTO, which currently requires 
departments to expose high priority services through Application Programming 
Interfaces. The department approaches digital strategy development by taking a client-
centred view, and the client experience that the entity seeks to deliver through its digital 
strategy is informed by a deep understanding of client needs: 
Participant 10: “… we started to establish the concept of having a client 
experience owner or someone who’s responsible for bringing the client 
view to the table. And so it’s about understanding really what the client 
needs are, what the problems or irritants are, if there are any particular 
causes for complaints, what are the things that drive the need for time and 
effort from a client, what are the things that contribute to red-tape and that 
informs the experience that we are trying to create to… improve on all of 
those things.” 
 
The interviewees attempt to clarify the boundary between digital strategy development, 
and digital strategy implementation. A digital strategy is thought to set the 
organisation’s intent and direction in the digital context and identify themes, priorities 
or key areas for improvement. The implementation process is thought to include 
developing an implementation plan that outlines the specific projects that the entity 
plans to undertake to (re-)design, develop and deliver digital services in line with 
department’s digital strategy and the DTO’s digital service standard. A key principle 
underpinning the digital service standard is thought to revolve around understanding 
user/customer needs. The digital strategy implementation process in the case 
organisation involves conducting workshops and co-designing, prototyping and testing 
solutions with clients: 
Participant 9: “… the strategy is really talking about the organisation’s 
direction and intent and in that strategy we do identify key themes or areas 
we do want to improve the experience so things like making it easy for 
people to access our services online…” 
… 
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Participant 10: “… [It’s important to] maintain the differentiation 
between a strategy and… [an] implementation plan. So a strategy doesn’t 
necessarily outline we will do projects X, Y, Z. A strategy describes a 
future state and it sets direction and it’s enduring. Separate to your 
strategy, you have an implementation plan which is where you actually list 
out all your projects that you would do and the actual chucks of work. 
How you decide those bits of work needs to be based on the strategy but 
it’s not the strategy itself… I think it’s important to maintain the distinction 
between the two.” 
 
Methods of obtaining client feedback about existing services at a tactical level include a 
regular quarterly corporate perceptions survey, a user satisfaction pop-up web survey, 
existing feedback and complaints channels, monitoring through call centres and contact 
centres, and the use of speech analytics to gain insights. 
 
From a strategy perspective, the department in developing the entity’s broader program 
for business transformation conducted extensive research and numerous workshops to 
understand client needs and generate ideas. This allowed the organisation to determine 
the future client experience, and the new services that are to be delivered to each client 
group (without neglecting any client groups), and ensuring that excessive changes are 
not imposed on any specific client group. 
 
Interviewee 9 believes that the design thinking process model provided is applicable in 
the digital strategy implementation process i.e. in the (re-)design of new/existing digital 
products or services to align with the digital strategy. However, the participant is 
uncertain about the applicability of the model in the digital strategy development 
process. Nonetheless, the interviewee highlights that there is a need to continually 
evaluate and maintain the digital strategy, which is perhaps not clearly conveyed 
through the current process model: 
Participant 9: “… probably one thing that’s missing and it might be 
implied in what’s prescribed under test but how do you actually 
continually evaluate and maintain your strategy and how does that process 
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then apply to do that? So that would make it more cyclical as opposed to a 
linear process…”  
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4.4.4 Case Organisation 2 - Interview 6 
The participant conceives a digital strategy as being a business-focused strategy that 
looks to maximise digital assets and their use, in contrast to an ICT strategy that 
typically focuses merely on delivering technology. The department’s strategy is 
currently primarily internally-focused. Additionally, some initiatives that form a part of 
the department’s digital strategy do not have a significant technology component, for 
instance there are initiatives around promoting innovation within the department: 
Interviewer: “… in what way was it different to an IT strategy?” 
Participant 6: “So traditionally our ICT strategies have been about 
delivering technology whereas the digital strategy after looking at what 
other departments have produced, looking at the literature it’s very much 
about maximising digital assets and their use. And ‘their use’ part was 
what made it really different because like I started saying before we had 
been about delivering new technology, new services; boasting certain 
levels of mobility… tablets instead of big, heavy PCs. But we found that 
people didn’t know, not only how to make the most out of tablets but they 
didn’t know how to take it out of the dock… to even walk to a meeting with 
it. So we found that massive lacking aspects in how people interact with 
technology and that was what we thought one of the big things we could 
get out of a digital strategy. It’s maximising the digital assets and their 
use, and ‘the use’ part came out very strongly in both the research and the 
interviews.” 
… 
Participant 6: “… A lot of the initiatives are how we can do things better, 
how we can look at things better, making the most of a lot of the licensing 
that we already have because a lot of that goes to making the most out of 
the technology that we already have, the tablets. Workforce training was 
an outcome. That was one of the initiatives because we’ve got a lot of 
people who don’t know how to use the services we’ve already got and 
we’re really not maximising our digital assets and that’s what the strategy 
is all about… a lot of them are better ways of doing things and maturity 
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that we need to build up in business process management, in innovation, in 
collaborating, they are like skill development.” 
 
In relation to the approach employed to develop the digital strategy, the interviewee 
explains that two 15-minute “innovation sessions” were held with relevant IT 
stakeholders to begin the conversation around digital. An inspirational video was 
played during the sessions and the purpose of each session was to provoke thought on 
relevant digital technology enablers that the department currently doesn’t employ but 
can adopt, as well as reflect on feedback received from internal clients, and to identify 
potential gaps. Subsequently, a brainstorming session was held to collate stakeholder 
responses and one-on-one interviews were conducted with key business stakeholders 
managing each of the core business groups to identify gaps, difficulties and potential 
opportunities. This elicitation process led to the development of personas for the 
various types of stakeholders, and identification of key themes or priorities for the 
digital strategy (e.g. innovation, and collaboration). The outcomes expected within each 
theme were identified, and a roadmap was developed to outline the initiatives that will 
contribute to the achievement of the expected outcomes for each theme / priority: 
Participant 6: “… first thing I did was try and get an idea of what was the 
voice of our client group... I broke… the entire branch into two groups and 
I held what we call “innovation sessions” and it was basically two 15-
minute sessions. The first was a primer where I put up an inspirational 
video on innovation and sort of thinking outside the square... And then I 
posed three questions to them and they were very much along the lines of 
what are some of the… digital enablers that you are aware of, that we 
don’t currently use… is there anything that stands out in your mind… [in 
regards to] feedback from client groups regarding our digital services... 
And then I got them back in the room two days later and we did a massive 
brainstorming session where we put all their answers up on the board and 
then we sort of broke them down into themes… the sort of responses that 
we got were things like ‘We just want to know how to do stuff’… which 
is… what clients are saying… So if we look in that a little bit deeper, our 
services need to be more intuitive… So that was the first step… And then 
there was the one-on-one interviews… The targets… were business people 
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and intentionally not people who were ICT-savvy. I wanted to be able to 
talk to people who were running the core business of each of their groups 
and to hear where the gaps were for them, what was hard for them, what 
were the opportunities that they saw, that was the sort of questions. And 
also to kick it off… it was very useful to say, what’s your average day like? 
… So that was the elicitation process… after the elicitation process I had 
to analyse all that information that I had got.” 
… 
Participant 6: “Looking at both the feedback from the… innovation 
sessions… and the one-on-one interviews, I was able to break the 
information down into themes. Things like collaboration, innovation… and 
I sort of worked backwards. So I first broke that stuff down into themes 
and then looked at the outcome that those themes will provide… So after 
figuring out what the outcomes were, then I went backwards and looked at 
what initiatives would bring those outcomes. So on the roadmap we’ve got 
themes, the roadmap, then the outcomes...” 
… 
Participant 6: “…so the other part of it… that helped develop the 
outcomes was the personas… So we had the themes which align with the 
roadmap initiatives, which provide the outcomes and they all align to the 
persona descriptions down the bottom and those persona descriptions help 
influence the items on the roadmap.” 
… 
Participant 6: “… for us a roadmap made a lot of sense because it’s a 
two-year plan… plotting out all the things we need to do… Some of them 
are ways of doing things and some of them are technology projects. On the 
roadmap… they are marked as business or technology and all of them are 
a combination of both really… one of the… themes… is… better business 
analytics because we want to be able to at a glance look at our data and 
that was influenced by some of the personas like the Executive. They want 
to be able to just get in and see information and be able to discuss it to the 
minister or whoever...” 
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The initiatives included in the roadmap were primarily identified by the interviewee. 
The participant employed an iterative process to develop and refine the digital strategy 
through consultation with the manager and the Chief Information Officer. 
 
The participant identified that a key deficiency in the digital strategies of numerous 
other organisations was that the strategies failed to outline a clear path to achieving the 
stated vision and goals: 
Participant 6: “… So what we’ve seen from other departments was very 
visionary digital strategies, very much this is a description of the future of 
the department… it looked very cool… it was very visionary but it wasn’t 
enough, theirs wasn’t enough… when you look at a strategy you want the 
‘how to get there’ part… if you don’t have the ‘how to get there’ then it’s 
not really a strategy because it’s just a wishful thinking document. So we 
needed that…” 
 
The participant believes that talking to business stakeholders and having a business 
focus is essential in ensuring that the digital strategy development process is effective. 
Further, the participant believes that the roadmap was an effective way for the 
department to align the initiatives to the expected outcomes and provide a clear view of 
the required transformation journey: 
Participant 6: “Talking to business people was essential. Not just looking 
to technology was essential. Even though it’s a digital strategy, it’s the 
way digital services are interacted with. The human element is just as big 
if not bigger than the technology element. So it has to have a business 
focus. That was essential. Method-wise yeah the interviews were 
absolutely essential. Looking at what the outcome is, like trying to picture 
where you’ll be in two years and what you are producing, is that… clear, 
like what I was saying about… one of the other strategies where it was 
very visionary… there was no ‘how do we get there?’. That element I 
think, I don’t think necessarily a roadmap is the be-all and end-all or the 
perfect way to do it, but I think that is a good method of lining up 
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initiatives to get to the outcomes and it makes it clear sort of the way to get 
there.” 
 
Additionally, the interviewee highlights the importance of repeating these processes to 
refine the digital strategy at regular intervals to reflect changes within the department 
and the broader environment in which it operates: 
Interviewer: “And is the digital strategy… constantly being updated and 
going through different iterations?” 
Participant 6: “That’s what we want from it… that’s what we intend for it. 
We intend it to be a living document… If we don’t review it, keep it up-to-
date, have a living document, it won’t be successful.” 
… 
Interviewer: “So in terms of updating it and things like that, would you go 
through these exercises again at regular intervals like interviews…?” 
Participant 6: “Yeah that’d be ideal because... the business will change 
and like we’ve already had [a leadership change]… since kicking it off. 
And one of his biggest priorities is innovation… that was already a theme 
and that’s really standing out as one of the top themes now. The 
department’s really taking innovation on board. There’s all sorts of 
committees popping up and there’s... reward and recognition programs 
coming up for ways we can do things better.” 
 
The need to be pro-active is identified as a key principal underpinning digital strategies: 
Participant 6: “…a lot of this stuff is proactive and that’s one of the 
elements of a digital strategy. It has to be proactive to be successful I 
think… we need to allow for time for people to be proactive. That’s one of 
the things that came out of the innovation strategy. I’ve looked at Google’s 
principles of innovation… every Friday you can work on a project that you 
love. That’d be great... I don’t see that happening in government but one of 
the elements were that we need to give people the time to be proactive so 
they are not just delivering because if you are constantly being reactive… 
  
 178  
then processes will disintegrate slowly over time and we’ll never get any 
better at the things we do. Yeah proactivity is a big element of it.” 
 
The participant identified the first three phases of the design thinking process model 
provided as applicable to the approach that the department employed to develop the 
digital strategy. While prototyping and testing was not undertaken in the digital strategy 
development process adopted by the department, the participant believes that these 
steps could have been applied and would have formed a better approach: 
Participant 6: “Yeah. I guess the empathise part is where we did the one-
on-one sort of chats. We wanted to know how they did their work, how 
they’d like to do their work too… ‘Do you like to check your stuff on your 
phone?’, ‘Do you want to be using a tablet or do you want to be using pen 
and paper?’ So I think the empathise part aligns with the one-on-one 
business interviews. Defining so synthesising information, yeah that was 
where we did the analysis, combining information into personas and 
themes. Ideate, that was the development of the roadmap which admittedly, 
could definitely be done better. It was very siloed and was iterative. I think 
we got a good outcome but the method itself definitely could have been 
better… We haven’t approached it with the idea of a prototype rather than 
we are just going to deliver this stuff… and it’s going to work… but it’s not 
really. I think prototyping is a better way to go, it costs less… I’ve used 
different terminology but it’s essentially a similar process.” 
 
The implementation of the department’s digital strategy will be similar to an ICT 
strategy for solutions that involve technology delivery in that related projects will be 
managed as IT programs. However, there are components of the strategy that are not 
project-based, which will need to be managed on an ongoing basis, for example, 
business process management.  
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4.4.5 Case Organisation 2 - Digital Strategy Document 
The department’s digital strategy is a 2-year plan outlining the following: 
1. Key themes / priorities for the department – these include such things as 
collaboration, innovation, analytics, and a mobile and empowered workforce 
2. The department’s digital vision 
3. Visionary persona descriptions for each internal client group – these include for 
example, the executive, and the team leader or manager. The visionary persona 
description for the executive for instance, indicates that the person is empowered by 
simple and reliable communication tools. The executive is able to share information 
in a secure manner in real-time and engage in digital voice broadcasts and 
communications. The executive can carry out work from any location without 
discontinuity and the available digital resources improve the executive’s ability to 
locate information and people. 
4. Expected outcomes that are expected to result in relation to each identified theme / 
priority – for example, the outcomes for the Collaboration theme include real-time 
collaboration, enhanced internal connections and easier information sharing. 
5. The roadmap divides the 2 year plan into half-yearly segments and outlines the 
relevant initiatives that are planned within or across these periods that will lead to 
the achievement of the expected outcomes. The initiatives included in the roadmap 
are classed as one of the following: a business initiative, a technology initiative or 
pilot proposal. 
 
In addition, the document provides a definition of ‘digital’ embodied in the digital 
strategy: 
“… ‘digital’ means having a connection between resources to achieve 
something of value. Resources like facilities, processes, people & teams 
become digital through the application of technologies that extract 
information and connect resource and its information to other resources.” 
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Chapter 5: Data Analysis and Findings 
5.1 INTRODUCTION 
This chapter builds on the data analysis process expounded by Miles and Huberman (1994) 
that was begun in the previous chapter, by focusing on the data display, and conclusion 
drawing activities. This is a multi-method study that integrates the qualitative survey and case 
study methodologies for many reasons. Firstly, as previously explored in Chapter 3, 
employing two different methodologies to investigate the research questions facilitates 
triangulation of methods thereby minimising bias and strengthening the findings arising from 
this study (Davis et al., 2011; Jick, 1979). Secondly, as Lindgren and Münch (2015) argue, 
“while multiple case studies aim to produce an in-depth analysis of particular cases, the focus 
of qualitative surveys is less specific and more concerned with providing a multi-faceted, 
diverse view of the topic of interest”. In this regard, the qualitative survey approach adopted 
in this study reveals a range of conceptions in relation to digital strategies. In contrast, the 
case study approach allows the specific digital strategy within each case organisation to be 
investigated in greater depth within the particular organisational context by employing 
multiple data collection methods such as semi-structured interviews and documentation, or 
through triangulation of multiple interviews providing different perspectives in relation to the 
same case. 
 
The data collection for the case study methodology and qualitative survey approach were 
conducted in parallel. The interviews that were to be analysed as part of the qualitative survey 
approach were transcribed, the transcripts were cleansed of identifiable participant 
information, and subsequently coded using the NVivo qualitative data analysis tool. The 
descriptive and In Vivo codes created were grouped to form high-level themes and sub-
themes. The first section of this chapter presents the themes and sub-themes identified from 
the interviews conducted and analysed as part of the adopted qualitative survey approach. 
 
Subsequently, the analysis of the case study evidence began. The interview(s) relating to each 
case were transcribed, the transcripts were cleansed of identifiable participant information, 
and the interview transcripts (and the digital strategy document obtained from case 
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organisation 2) were coded using the NVivo qualitative data analysis tool. The descriptive 
and In Vivo codes created were grouped to form high-level themes and sub-themes. During 
this process, the investigator attempted to identify evidence in the coded data that may 
support the themes that were previously identified from the qualitative survey approach to 
allow subsequent comparison of findings from the two different approaches to facilitate 
triangulation of evidence. The second section of this chapter presents the themes and sub-
themes identified based on the case study evidence gathered at each case organisation. A 
cross-case analysis was subsequently conducted to triangulate findings from the two case 
organisations. 
 
Finally, the findings (themes / sub-themes) from the qualitative survey approach (presented in 
the first section of this chapter) are compared with the findings from the case study approach 
(presented in the second section of this chapter). These findings are interpreted in conjunction 
with the theories and concepts from existing literature to draw conclusions. Information 
relating to the data analysis and coding process may be found in Appendix 3. 
 
Whittington (1993) explains that strategy may be understood by examining the phenomenon 
from the perspective of two key dimensions: (1) the purpose of or outcomes resulting from 
the strategy, and (2) the process by which strategy is realised (intended or emergent). 
Additionally, D’Cruz et al. (2015) assert that an understanding of digital strategies can be 
informed and extended by exploring the positioning of digital strategies in relation to 
conventional strategies. The next section discusses the themes from the qualitative survey 
approach in the context of existing literature, grouped under one of three theoretical 
constructs: (1) the purpose of/outcomes from digital strategies, (2) the process of developing 
digital strategies, and (3) the positioning of digital strategies relative to conventional 
strategies. 
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5.2 THEMES FROM THE QUALITATIVE SURVEY OF MIXED 
PRACTITIONERS 
Six practitioners were interviewed from various backgrounds (i.e. business, IT and 
marketing) to elicit conceptions of digital strategy and understand the process of developing 
digital strategies. Figure 14 below summarises the 50 most frequent terms and concepts 
mentioned in the qualitative survey as a word cloud generated using data analysis tool NVivo 
(note that the query was restricted to words with a minimum length of 6 characters to provide 
meaningful results). Additionally, note that the data has been cleansed to protect the identity 
of the study’s participants. 
 
Figure 14: The 50 Most Frequent Terms in the Qualitative Survey 
 
 
Figure 15 summarises the themes from the qualitative survey data. The themes from the 
qualitative survey of mixed practitioners from various backgrounds have been assigned a 
unique identifier in the format “MP Theme [n]” (where ‘n’ represents a unique number). The 
themes have been categorised under one of three theoretical constructs: the purpose of digital 
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strategies, the positioning of digital strategies, and the process of developing digital 
strategies.  
 
Figure 15: The 3 P’s of Digital Strategy – Summary of Findings from the Qualitative 
Survey Approach 
 
 
The sections that follow present a comprehensive discussion of these themes. Verbatim 
quotes have been included from the qualitative survey interviews to further support and 
justify these themes. 
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5.2.1. Construct 1: The purpose of / outcomes from digital strategies 
MP Theme 1: Digital strategies aim to maximise the use of digital channels to 
achieve business objectives 
The qualitative survey indicates that the purpose of a digital strategy may be to 
maximise the use of online channels to achieve business objectives. As participant 4 
states, digital strategies are about: 
“how to best maximise online channels and by that I mean social media, 
could be SEM, could be blogs, could be a video through YouTube, could 
be websites and other apps etc. So how to best maximise those channels 
to achieve the business’ objectives…”.  
The participant elaborates: 
“… so… about maximising the available channels and they are changing 
all the time, right? Even ... social media for example, it used to be about 
Facebook and Twitter and now… there’s few things like Snapchat and 
things like that… big brands are getting involved in… That landscape is 
always changing in terms of what particular products within those 
segments would work best but again… it’s pointless in… getting involved 
in those channels if the audience of that brand is not there… so it’s very 
much about finding what channels would work best with that brand and 
with the audience of that brand and then how to best maximise… those 
channels to achieve that.” (Participant 4) 
 
According to participant 4, marketing objectives should be established based on an 
entity’s business objectives and an online strategy should be developed to address 
those objectives: 
“… a goal for a client might be, to build a digital strategy that can 
contribute to the business to achieve a five time increase in profit for 
example… So in order to achieve this, sales will need to exceed… 60 
million dollars within five years for example. So then… how do we best 
maximise those online channels to achieve that end goal…? So then 
you’d break that down further into marketing objectives… the ways we 
can do that is increasing your share of the market, or increasing the size 
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of the entire market, to gain that market share… and then working 
backwards from there, and then building your online strategy that… 
helps you achieve those objectives. So… that’s my understanding of a 
digital strategy.” 
 
MP THEME 1 – SUMMARY 
In summary, this theme indicates that a digital strategy aims to maximise the use of 
digital channels such as social media, websites, mobile applications, blogs and so 
forth to achieve business objectives. This is thought to be achieved by determining 
marketing objectives based on the entity’s business objectives and developing an 
online strategy that helps achieve those objectives. This theme will later be compared 
with the findings from the case study data to corroborate evidence. The next theme 
suggests that digital strategies may represent a response to digital disruption. 
 
MP Theme 2: Digital strategies represent a response to digital disruption 
characterised by recent technological megatrends and consequent social and 
economic changes 
The qualitative survey reveals that digital strategies represent an entity’s response to 
digital disruption. According to participant 5, at the core of a digital strategy is a 
response to digital disruption: 
“… if we insert the ‘digital’ term to strategy… we have a very strong 
contextual force; that is the digital disruption. So it’s a strategy that tries 
to help an organization… to navigate the digital waters and to arrive to a 
safe position in the future given all the digital challenges. So it’s no more 
than the business strategy but where the digital disrupt component is at 
the core part of the thinking process.” 
 
In this context, ‘digital’ represents recent technological ‘megatrends’ (Participant 1) 
and the consequent social evolution and economic changes. Figure 16 illustrates some 
of the technological ‘megatrends’ or phenomena that currently impact firms in various 
industries as identified by the interview participants. This diagram was developed 
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based on the megatrends mentioned by participants during the interviews. Note that 
the megatrends listed in the diagram are not intended to be an exhaustive or timeless 
list of phenomena that are disrupting firms and industries; rather they are included 
here as an illustrative sample. 
 
As participant 1 indicates, a digital strategy reflects an organisation’s response to 
recent technological advances (termed ‘megatrends’) and the resulting social changes:  
“So digital strategy… is how we respond to a couple of changes I think 
taking place across the world – changes in technology… [and] changes... 
to people… the younger generations and how they consume information 
and how they share information, how they purchase and changes that 
take place in the workplace about how people work and the nature of 
work. I think the combination of those things leads to people looking 
differently about how they configure organisations, configure products 
that lead to what is digital strategy.” 
 
Participant 1 elaborates on the current technological ‘megatrends’: 
“… social media… mobile, analytics, cloud… augmentation, robotics… 
those kind of trends… those kind of leading edge technologies that are 
affecting the way that people consume media and interact with each 
other. The way people are behaving… people are interacting with 
technology in a fundamentally different way… So people are giving up 
their information; people are changing the way media is used; people are 
changing the way they interact with each other… [which has] profound 
meanings for governments and organisations and for changes in the 
workplace… From everything to the way that machines displace humans 
in certain things… to the way that people organise themselves and 
work… like we’re having the opportunity to do today.” 
 
Additionally, as participant 1 states, these “megatrends influence industries and 
companies in their own specific way”. Therefore, disruption, in the context of this 
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study, merely refers to how technological megatrends and the consequent social and 
economic implications are dramatically impacting firms and industries (e.g. by 
disrupting existing business models), which may present, as participant 5 indicates, 
both new opportunities and risks to the firm. 
 
Figure 16: The Disrupted Firm 
 
 
MP THEME 2 – SUMMARY 
In summary, this theme indicates that a digital strategy is an entity’s response to 
digital disruption, a phenomenon characterised by the recent technological advances 
as well as the resulting social and economic changes. Digital disruption presents both 
risks and opportunities for organisations to evolve or transform their business model, 
and has significant implications for the way in which organisations operate, strategize, 
create and appropriate value, and compete or survive. This leads to the next theme 
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which holds that digital strategies allow organisations to compete and/or survive in a 
digital world. 
 
MP Theme 3: Digital strategies allow organisations to compete and/or survive in a 
digital world 
The interview data reveals that digital strategies allow organisations to compete 
and/or survive in a digital world characterised by digital disruption. Participant 1 
highlights that digital strategies are a way for firms to ensure survival “unless 
opportunities afford themselves because of the assets” and capabilities available to the 
firm. These concepts are explored further in the sub-themes that follow. 
 
MP Sub-Theme 3.1: Digital strategies allow organisations to compete by achieving 
competitive advantage over the long term through successive ephemeral 
advantages 
The interview data reveals that achieving competitive advantage is one of the main 
drivers for organisations developing digital strategies. As participant 5 indicates, 
technology is advancing at an exponential rate and organisations should continually 
seek to discover “new combinations of components” that can be used to provide 
“something special” for customers. According to participant 5, while competitors may 
attempt to imitate these innovations, the organisation needs to continually innovate 
and deploy a consecutive series of innovations in order to continue experiencing 
temporal advantages and in this manner, ensure competitive advantage over the long 
term: 
“Yeah so it’s very short competitive advantage but you need to be smart 
enough to design a sequence of things that keep you there” 
 
Further, participant 5 indicates that it may not be possible for a firm to attain the 
traditional notion of long term, sustainable competitive advantage: 
“…I don’t think that is possible to have long term competitive advantage. 
You need a sequence of initiatives that give you competitive advantage at 
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any point in time… certainly the life of a competitive advantage has been 
reduced significantly… you deliver something that gives you competitive 
advantage for the next year or two but… that’s when you need to have 
something else if you want to keep… yourself ahead of the pack.” 
 
This leads to the next sub-theme, which holds that organisations adopt digital 
strategies to maintain competitive parity, a move that according to the qualitative 
survey data is primarily driven by fear. 
 
MP Sub-Theme 3.2: Digital strategies allow organisations to survive by maintaining 
competitive parity 
The data from the qualitative survey uncovered that many organisations develop 
digital strategies to maintain competitive parity. According to participant 1, in some 
industries such as the banking sector in Australia, while the digital intensity was 
found to be high, the level of differentiation was low. The participant states: 
“In terms of competitive advantage and sustainable competitive 
advantage, the reality is that the payoff from digital is very low for a lot 
of people. It’s just everyone doing the same stuff.”  
 
The phrase ‘keeping up with the Joneses’ embodies this view. As participant 1 
elaborates, “There’s no advantage, it’s a competitive expectation or necessity… you’d 
be disadvantaged if you don’t have [a digital strategy] rather than an advantage if 
you have [a digital strategy].”  
 
MP THEME 3 – SUMMARY 
In summary, this theme indicates that a digital strategy allows organisations to 
compete and/or survive in a digital world characterised by digital disruption. This 
theme was separated into two sub-themes as digital strategies may allow entities to: 
(1) compete by achieving competitive advantage over the long term through 
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successive short-lived advantages, or (2) merely survive by achieving competitive 
parity. The next section examines the focus of digital strategies. 
 
MP Theme 4: Digital strategies may focus on the customer experience, operations, 
or more holistically, the business model 
The interview data reveals that digital strategies may focus on the customer 
experience, operations or more holistically, the business model. As participant 2 
highlights, the focus of a digital strategy may be on the firm’s operations and/or 
improving the customer experience, or more holistically, evolving or transforming the 
firm’s business model, which concur with the findings from a study conducted by the 
MIT Center for Digital Business and Capgemini Consulting (2011). 
 
According to participant 2, entities in developing digital strategies may seek to: (1) 
maintain the existing business model whilst enhancing the customer experience and/or 
operations, (2) evolve the existing business model, for instance through provisioning 
services through available channels that the entity may not have utilised in the past, or 
(3) transform the business model whereby the creation of a new business model is 
facilitated or enabled primarily through digital assets, capabilities and/or means. 
However, as Casadesus-Masanell and Ricart (2010, p. 196) argue strategy is “the 
choice of business models through which the firm will compete” whereas tactics are 
“the residual choices open to a firm by virtue of the business model it chooses”. 
Applying this view, organisations that seek to enhance operations and/or the customer 
experience through digitisation at an operational level whilst maintaining the existing 
business model(s) are in fact making tactical choices rather than strategic choices. As 
such, the current study uses the term “digital tactics” as articulated by participant 11, 
to refer to tactical choices relating to digital phenomena made within the constraints 
of the firm’s business model(s). This theme is discussed in greater detail in the sub-
themes that follow. 
 
MP Sub-Theme 4.1: Digital strategies may focus on enhancing operations through 
digitisation 
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The interview data reveals that digital strategies may focus on enhancing operations 
through digitisation. According to participant 2, digital strategies may focus on three 
key pillars, one of which is to enhance operational processes through digitisation: 
“… I tend to look at digitisation in three key pillars of where to focus in 
regards to digitisation strategy. Typically customers will look at firstly, 
operations so when enabling a digitisation strategy they are looking for 
operational process efficiency which will be cost reductions, reducing 
their time to market of products etc. Also, within operations looking at 
team productivity, enabling the workforce to work remotely, across 
borders etc. and providing sort of the operations management so having 
transparency in the way that they operate, be data-driven in their 
decision-making and reducing risk. So that’s the first pillar around 
operations...” 
 
The digitisation of operations is believed to potentially provide significant operational 
benefits and cost savings particularly for large, traditional organisations as participant 
1 elucidates: 
“When you run the numbers, the cost savings are normally larger than 
the revenue… [growth from] digital… unless you are a new start-up. If 
you are… [a large supermarket], you are going to sell 10 to 15 percent 
[via digital channels]... and then you are going to grow slowly from that 
point, and then you will have other opportunities around digital for 
selling different digital things, loyalty programmes and alike on top of it. 
But you’ve got this massive opportunity around digitisation of your 
supply chain, of making… [the organisation] more efficient internally, 
end to end inventory management that dwarfs really anything that you 
can see externally.” 
 
The next sub-theme explores another possible area of focus for digital strategies: the 
customer experience. 
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MP Sub-Theme 4.2: Digital strategies may focus on improving the customer 
experience through digitisation 
The interview data indicates that digital strategies may focus on improving the 
customer experience through digitisation. For instance, participant 2 explains that 
digital strategies may seek to enhance the customer experience:  
“… The second is around customer experience so digitisation strategies 
now is all about the new generation of… social media and… 
instantaneous, so… the old world of mail and fax is just non-existent. So 
customers are demanding to be kept informed in real-time. So digital 
strategies help them understand their customers a lot more, knowing 
more about them, providing analytics and keeping them informed. It 
enables them to be much closer in selling their products and services… 
so giving customers choice in regards to how they engage with the 
business, in regards to how they want to sell and do business and… 
having that customer touch-points. I always look at the classic around a 
mortgage… for a customer. I mean the key moments of truth - applying 
for a mortgage, keeping informed when your credit has been approved, 
the ability to draw upon those funds so it’s all about that customer 
experience.” 
 
Five reflections may be derived from the participant’s observations: 
1. Customer expectations are growing and consumers are increasingly more 
demanding, e.g. “demanding to be kept informed in real-time”. 
2. Digital strategies may provide organisations a greater and deeper understanding of 
the customer e.g. through analytics 
3. Digital strategies allow organisations to bridge the gap between the firm and the 
consumer e.g. “it enables them to be much closer in selling their products and 
services” 
4. Digital strategies allow organisations to provide “customers choice” e.g. in 
regards to channels of engagement and customer “touch-points” 
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5. Certain parts of a process are more significant in terms of the value it provides or 
the way in which it improves the customer experience, termed “key moments of 
truth” 
 
Some of these notions are supported by existing literature. For instance, Lucas Jr, 
Agarwal, Clemons, El Sawy, and Weber (2013) identify four key trends in the way 
information systems have transformed the customer experience: greater consumer 
awareness, greater consumer choice, consumer empowerment through self-service, 
and consumer frustration. Perhaps the combination of the first three trends (greater 
consumer awareness, consumer choice and consumer empowerment) have led to 
greater consumer expectations, which when not met, may lead to consumer 
frustration. Additionally, consumers are empowered in an online environment through 
their ability to voice their opinions such as by posting ratings or reviews of books or 
movies, and co-creating value with firms such as by co-creating digital marketing 
content or innovative products and services (D’Cruz et al., 2015; Denegri-Knott, 
2003; Osterwalder & Pigneur, 2010; Sambamurthy et al., 2003; Wind & 
Rangaswamy, 2001). 
 
Similarly, participant 4 perceives a digital strategy as a way to enhance the customer 
experience and achieve business objectives by optimising the use of online channels: 
“… to me… a digital strategy [is] how to best maximise online channels 
and by that I mean social media, could be SEM, could be blogs, could be 
a video through YouTube, could be websites and other apps etc. So how 
to best maximise those channels to achieve the business’ objectives”. 
 
Participant 7 also expressed the view that digital strategies focus on enhancing the 
customer experience, and elaborated on the way in which the organisation sought to 
intimately understand the customer and accordingly tailor their customer 
communications: 
“… So that was the idea of the other booking engines that we’ve started 
so we are trying to build on that sort of customer database and got the 
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idea of coming up with a consolidated… single customer view so that’s 
the primary goal that we get to know all of our customers and know them 
all intimately and then we can tailor our communications with them to 
make their experience... better”.  
 
The next sub-theme explores the way in which digital strategies may drive, evolve or 
transform business models in a holistic way through digitisation. 
 
MP Sub-Theme 4.3: Digital strategies may focus on driving, evolving or 
transforming business models more holistically through digital means 
Digital strategies may focus on driving, evolving or transforming business models 
holistically through digitisation. According to participant 2: 
“… digitisation strategies are really starting to flip the way 
organisations look at their business model. So digitally enhancing your 
business enables you to reach new markets and enables you to reach 
customers more quickly, enables you to campaign faster and campaign a 
lot more based upon… your understanding of customers. It also in 
regards to a business model, enables you to look at new opportunities 
and services. So you can through digital strategies look to partner with 
other organisations… and digital channels enables you to do that faster 
and quicker.”  
 
Similarly, participant 4 acknowledges that digital strategies may have both, an 
external focus on the customer, as well as an internal focus on enhancing internal 
operations: 
“And that’s one thing I want to preface as well, a digital strategy doesn’t 
just have to be, it’s holistic, not just about marketing or how do you 
attract customers, but it’s also about how do you work more efficiently 
internally as well.” 
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Additionally, participant 1 explains how the professional service firm at which he is 
employed acquired a design agency to expand and augment its digital capability and 
enhance the firm’s service offering to clients: 
“So we’ve got some design agency we’ve acquired as part of our 
strategical… and that’s been wonderful for us.” 
 
MP THEME 4 – SUMMARY 
In summary, digital strategies may focus on one or more of the following areas: the 
customer experience, operations, or the business model holistically. This theme was 
sub-divided into three sub-themes that explore each of these aspects in turn. 
Regardless of the focus area(s), it is argued that digital strategies necessarily drive, 
evolve or transform business models. Operational choices relating to the phenomenon 
of digital that may enhance the customer experience or internal operations made 
within the constraints of an entity’s chosen business model(s) termed ‘digital tactics’ 
are considered to be tactical-level decisions that do not form a part of digital 
strategies. 
 
SUMMARY OF CONSTRUCT 1 
This theoretical construct explored the purpose of digital strategies. Firstly, it was 
found that digital strategies may aim to maximise the use of digital assets to achieve 
business objectives. Secondly, the qualitative survey data revealed that digital 
strategies represent a response to digital disruption, brought about by recent 
technological ‘megatrends’ and the consequent social and economic changes. Thirdly, 
it was found that entities may respond to digital disruption in two main ways: by 
choosing to be a digital leader and actively competing by deploying a successive 
series of innovations, or by being a follower by quickly imitating competitors to 
ensure competitive parity and improve the likelihood of survival. Finally, it was found 
that digital strategies may focus on one or more of the following three aspects: 
enhancing the customer experience, improving internal operations, or more 
holistically, evolving or transforming business models. The distinction between 
strategy and tactics was discussed, referring to tactical choices in relation to digital 
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phenomena made within the constraints of the firm’s business model(s) as ‘digital 
tactics’. The next section explores the positioning of digital strategies in relation to 
conventional strategies. 
 
5.2.2. Construct 2: The positioning of digital strategies 
MP Theme 5: The corporate and/or business strategies may be shaped by digital 
disruption 
The interview data indicates that the corporate and/or business strategies may be 
influenced and shaped by digital disruption. According to participant 5, digital may be 
a core consideration in an entity’s corporate strategy: 
“… In our case, for example, we have one strategy, university strategy, 
that’s quite high level with very clear business goals but it’s not that 
descriptive. I mean the descriptions of how the things are going to be 
done are not incorporated there so it’s… visionary, it’s a strategic intent, 
it’s an intention… And certainly the digital elements are incorporated in 
here for example, this university’s strategy has as a motto1… so the 
digital intention is core to the corporate strategy.” 
 
Additionally, it must be noted that corporate strategy shapes an entity’s digital 
strategy as participant 11 indicates: 
“… I think when you are talking about strategic planning, not just 
technology based strategic planning, you have to start at the corporate 
level. Yeah… it’s not a bottom up process. It’s got to be a top-down 
process and digital strategy should be the same… So yeah I think… it’s 
got to start at the top, it’s got to start with that big picture thinking. 
Where do we want to go as an organisation? How is technology going to 
enable that? How do we engage our consumers? How do we account for 
the rise in the consumer? How do we account for disruptive 
technology…” 
                                                 
1 The university’s motto has been omitted from the quote to protect the identity of the participant and the 
organisation 
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Participant 7 indicates that a digital strategy is: 
“… just another business strategy that IT needs to be aware of and 
involved with to be able to support and deliver for us”. 
However, based on the existing literature reviewed in relation to the concepts of 
strategy and business models, it may be argued that this view is potentially 
misleading. As Casadesus-Masanell and Ricart (2010, p. 196) claim, strategy is “the 
choice of business models through which the firm will compete” whereas a business 
model is defined as “the logic of the firm, the way it operates and how it creates value 
for its stakeholders”. Based on this understanding, it may be argued that a digital 
strategy drives, evolves or transforms one or more business models underpinning a 
business strategy. Therefore, the current study adopts the view that a digital strategy is 
not synonymous with a corporate or business strategy; rather digital disruption is 
perceived to shape a corporate and/or business strategy. This notion is supported by 
participant 1:  
“… digital isn’t a corporate strategy. Digital may be an enabler of or an 
accelerant or a creator of other options within corporate strategy…” 
 
Similarly, participant 2 perceives the phenomenon of ‘digital’ as enabling businesses 
to evolve to reflect the new style of how stakeholders, namely customers, wish to 
operate in an increasingly digital world: 
Participant 2: “Digital to me means a new style of business. Digital is a 
new style and is an enabler for businesses of the future.” 
Interviewer: “So you don’t see it as a set of technologies or ways of 
working…” 
Participant 2:”… To me, digital… is an enabler… for businesses to 
evolve and grow to deal with the new style of how the world and 
customers want to operate.” 
 
Therefore, in the current study, ‘business strategy’ and ‘digital strategy’ will be 
treated as two distinct, but closely interrelated and linked constructs.  
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MP THEME 5 – SUMMARY 
This theme holds that an entity’s corporate and/or business strategies may be shaped 
by digital disruption. Additionally, it is clarified that a digital strategy is not 
synonymous with a corporate or business strategy. The next theme positions digital 
strategy alongside business models. 
 
MP Theme 6: A digital strategy sits alongside an entity’s business model(s) and 
drives, evolves or transforms the business model(s) through digital assets and 
capabilities 
The interview data appears to indicate that a digital strategy sits alongside an entity’s 
business model(s) and drives, evolves or transforms the business model(s) through 
available digital assets and capabilities to meet business objectives. According to 
participant 5, while digital is core to the organisation’s corporate / business strategies, 
it sits at a level below, enabling the logic of how the business will operate (business 
model): 
“… In our case, for example, we have one strategy, university strategy, 
that’s quite high level with very clear business goals but it’s not that 
descriptive… And certainly the digital elements are incorporated in here 
for example, this university’s strategy has as a motto2… so the digital 
intention is core to the corporate strategy. Digital strategy is just one 
level below providing a lot more of detail of how those things are going 
to be done but it’s not public because that’s competitive advantage. So at 
the public level… just a declaration of intention. The digital strategy 
[is]… a small step back describing how those things are going to be done 
and certainly it’s confidential to the organization.” 
 
                                                 
2 The university’s motto has been omitted from the quote to protect the identity of the participant and the 
organisation 
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Therefore, it may be surmised that a digital strategy (and thus the intended digital 
transformation), may be driven by, and enables, the business strategy (and the 
expected business transformation).  
 
MP THEME 6 – SUMMARY 
In summary, this theme indicates that a digital strategy may be positioned alongside 
an entity’s business model(s) and drives, evolves or transforms the business model(s) 
through digital assets and capabilities to achieve business objectives. For instance, a 
business objective to achieve a certain percentage of growth over a specific period of 
time should be enabled by a digital strategy that prompts business model changes, for 
instance, in one of more of the following dimensions: new channels, new customer 
segments and/or changes in key activities (Osterwalder & Pigneur, 2010). The next 
theme discusses how a digital strategy may be a component of conventional strategies 
or a distinct strategy. 
 
MP Theme 7: A digital strategy may be a distinct strategy or a component of 
conventional strategies 
The qualitative survey data indicates that a digital strategy may be a distinct strategy 
or a component of conventional strategies. According to participant 1, digital 
strategies may be documented in a standalone document or may form a subset of other 
strategy documentation within the organisation, which the interviewee claims “… 
reflects… how important digital is [within the organisation] and how people are 
looking at where they are on their journeys”. Additionally, participant 2 adds that a 
digital strategy “may lean towards [the] COO… if it’s operational or a CMO if it’s 
more marketing driven or a CFO if [the entity is]… financially looking at new ways to 
look at their business models and revenue models”. 
 
As participant 4 explains, increasingly organisations are seeking holistic solutions 
from their digital strategies rather than focusing solely on digital marketing to 
increase sales and revenues: 
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“…. it was very much about digital marketing so digital strategy on the 
marketing front right so how do we draw, drive customers to our 
business, and how do we increase sales… but now I guess what I’m 
seeing is businesses… want a holistic approach so they won’t go to one 
provider and go… you can build an intranet and you can build a CRM so 
that we can be more efficient and communicate better within our internal 
department but we also want to build this thing so we can drive more 
sales to our business, right? So that’s when there’s overlap and you’ll 
find that a lot of clients want that holistic solution, they want this one 
document that addresses all that…” 
 
Similarly, participant 7 concurs by indicating that for many organisations, the scope 
of a digital strategy extends beyond marketing and sales: 
“… if you do a google search of digital strategy, mostly it comes up with 
digital marketing and communication initiatives… when you’re a 
business... that has so many different parts… it’s really difficult to put it 
in a box like, a retailer for example can do it very easily… for them it’s 
simple. It about the web and... engagement with the customer and that’s 
all it is. But with [us]... it’s so many other things and there’s so many 
different types of businesses…”  
 
In some organisations, a digital strategy may form a component of one or more 
existing conventional strategies. For instance, participant 5 is currently responsible for 
managing the university’s digital strategy, which has elements of digital strategy as 
well as the traditional IT strategy: 
“It depends on the organization. In this organization where I am in 
charge of digital and their IT of course it’s only one thing. My strategy is 
only one… But that is not the case with every organization. In another 
organization, maybe a digital strategy is being run by someone that 
doesn’t have the IT responsibility and you can find maybe two 
strategies… the digital is the one driving, and the IT one is the one 
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serving the digital… It is going to be the digital strategy defining the 
business boundaries and IT should be supporting the digital strategy.” 
 
Nonetheless, as the participant alludes, the digital strategy (where a digital strategy is 
a distinct strategy) or the digital component of a conventional, functional strategy 
(whether it be an IT strategy, marketing strategy or other functional strategy) drives 
an entity’s business model. For instance, if an entity fuses its IT and digital strategies 
together, it may be argued that the maintenance of legacy systems and so forth 
correspond to a traditional IT strategy that supports a business strategy, whereas 
transformational digital initiatives may form the digital component of the strategy. As 
participant 2 states: 
“I think… the view of IT is becoming I guess traditionally under a CIO… 
keeping the lights on, the legacy, the old world. Digital tends to be the 
new world. So yeah it does seem to be moving toward that way and 
typically IT budgets are focused purely on maintaining the status quo and 
the digital investments seem to be all about transforming.” 
 
MP THEME 7 – SUMMARY 
This theme indicates that digital strategies may be developed as a component of 
conventional strategies such as a marketing strategy or an IT strategy. Nonetheless, 
while the conventional functional strategy may be merely supporting a business 
strategy, the digital component of the functional strategy is perceived to drive, evolve 
or transform the business model. The next theme indicates that a digital strategy 
should be supported by conventional strategies. 
 
MP Theme 8: A digital strategy should be supported by conventional strategies 
The interview data reveals that a digital strategy should be supported by conventional 
strategies. Participant 7 indicates that a conventional IT strategy should support a 
digital strategy: 
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“… IT strategy… from operational and all of that sort of thing still 
remains but the digital is about what the business needs are and so we’ve 
got to go and engage with IT to say… we want to do X, how do we do it 
with your support..” 
 
Additionally, participant 11 warns of the risks of divorcing an entity’s digital strategy 
from the IT strategy, which indicates the importance of ensuring alignment between 
the digital strategy and the various conventional strategies in an organisation: 
Interviewer: “… where do you see a digital strategy fitting in in terms of 
a business strategy and more functional strategies like an IT strategy? At 
what level, will it fit in in an organisation?” 
Participant 11: “… I think you need to blend them. I think organisations 
that do a digital strategy in isolation of their IT strategy, that’s a huge 
risk because… the last thing you want to do is promise and not deliver… 
every digital strategy has to have an underpinning infrastructure to 
support it and... that infrastructure has got to be robust, reliable, fail 
safe, fail-over, has fail-over capability, all that sort of thing. So you can’t 
do it in isolation… I think… it’s very dangerous to divorce your digital 
strategy from your IT strategy. I think they have to be the same because 
they have to complement each other… IT capability has to be able to 
support the digital strategy. The digital strategy has to take into account 
the capability that exists in the organisation. Otherwise, you are over-
promising...” 
 
Therefore, it is evident that a digital strategy should be supported by conventional 
strategies and the entity’s enterprise architecture as well as the infrastructure, 
capabilities and technology assets utilised by the organisation. 
 
MP THEME 8 – SUMMARY 
This theme holds that digital strategies should be supported by conventional strategies 
within an organisation. It further indicates the dangers of a lack of alignment between 
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digital strategies and conventional strategies. The next theoretical construct explores 
the process of developing digital strategies. 
 
SUMMARY OF CONSTRUCT 2 
In summary, this theoretical construct has explored the positioning of digital strategies 
in organisations. Firstly, it was evident that digital disruption may shape an entity’s 
corporate and/or business strategies. Secondly, it was found that digital strategies may 
be positioned alongside an entity’s business model(s), driving, evolving or 
transforming the business model(s) through digital assets and capabilities. Thirdly, a 
digital strategy may be a distinct strategy or a component of existing conventional 
strategies such as an information technology strategy or a marketing strategy. Finally, 
the interview data revealed that a digital strategy should be supported by conventional 
strategies. 
 
5.2.3. Construct 3: The process of developing digital strategies 
MP Theme 9: The digital strategy development process may combine a traditional 
approach to strategy development with design thinking 
The interview data indicates that the digital strategy development process may 
combine a traditional approach to strategy development with design thinking. 
According to participant 1, digital strategy development involves a traditional 
approach to strategy development incorporating situational analysis, options 
identification, the evaluation of options, and distilling options to conclusions. In 
parallel, the participant articulates that design thinking is employed to experiment 
with, and prototype and test concepts: 
“… [it] is a very traditional approach where we look at our situational 
analysis, we look [at] option identification, look at evaluation of those 
options and we look at narrowing that down to a set of conclusions... The 
parallel path we’ve got through, the only different thing is that 
experimentation path where we look at… the heavy experimentation of 
concepts and concept developments through the digital strategy process 
over a 12 week let’s say digital strategy creation process. We would be 
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looking at and thinking about wireframing, prototyping, creating through 
a service design methodology a set of artefacts that are ready for or close 
to ready for production at the end of those 12 weeks because there’s so 
much of kind of a touch and feel of what’s important around digital I 
think…” 
 
While participant 1 refers to a “parallel path”, further analysis indicates that the 
traditional approach to strategy development may share many similarities with a 
design thinking approach when applied to strategy development. The design thinking 
process explored in this study comprises five phases as discussed in the literature 
review: Empathise, Define, Ideate, Prototype and Test. During the process of coding 
the interview transcripts, it was found that many segments of text that were assigned 
to a code relating to the traditional strategy development process were also assigned 
to a code relating to the design thinking process, indicating overlap in the two 
approaches (Refer to Appendix 3 for the relevant memo documented by the 
investigator providing further information). For instance, the “Ideate” phase in the 
design thinking process roughly corresponds to “the options identification” phase in a 
traditional strategy development process. Similarly, it may be argued that the 
evaluation of options (under a traditional strategy development approach) may 
correspond to the prototype and test phases in a design thinking process (given 
prototyping and testing occurs with a view to evaluate potential options conceived 
during the ideate phase). However, this may not always be the case as options may be 
evaluated under a traditional strategy development approach without being prototyped 
and tested. Nonetheless, it appeared logical to merge the two conceptual paths (i.e. 
fuse together relevant elements of both approaches - the traditional strategy 
development process and the design thinking approach).  
 
Of course, the design thinking process differs from a traditional strategy development 
process in many ways. For instance, the design thinking process stresses the 
importance of empathising with customers to develop insights to drive subsequent 
activities in the digital strategy development process. Additionally, the design 
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thinking approach appears to be more experimental and iterative and champions 
prototyping and testing to evaluate options. As participant 1 states: 
“… It’s a different way of coming up with new ideas and… people have 
been using kind of that design thinking, highly kind of creative approach 
to problem solving… They found that to be tremendously successful. I 
think it is to do with kind of the ambiguity of what digital is and what it 
can be used for... and… you have to bring a lot of people together…” 
 
Nonetheless, participant 11 indicates that design thinking may be more relevant under 
certain circumstances than others. According to participant 11, in large enterprises, 
design thinking would be more relevant in the digital strategy development process 
where the digital strategy is more customer-centric, or the entity is “trying to be 
innovative and… add value with modest investment”. Similarly, as participant 7 
indicates, prototyping and testing are perhaps more relevant when organisations are 
seeking to innovate by experimenting with novel ideas and concepts as opposed to 
utilising commoditised digital assets that are tried and tested: 
“And prototyping and testing, I guess that’s more… if you are doing 
something different… because we’re buying off-the-shelf software or 
systems…” 
 
Therefore, the extent to which an organisation may choose to incorporate design 
thinking in the digital strategy development process may depend on numerous factors 
such as the nature of the organisation, the focus of the digital strategy, the drivers for 
the digital strategy, and the nature and scale of the potential solutions (and any design 
constraints imposed such as the need to only consider commercial off-the-shelf 
solutions due to various reasons such as potential budgetary constraints or the 
organisation being risk-averse). 
 
MP THEME 9 - SUMMARY 
It was found that during the digital strategy development process, a traditional 
approach to strategy development may be blended with the principles and elements of 
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‘design thinking’ discussed in the literature review in Chapter 2. It is argued that the 
extent to which an organisation may choose to incorporate design thinking in the 
digital strategy development process may depend on numerous aspects such as the 
nature of the organisation, the focus of the digital strategy, the driver(s) for the 
development of the digital strategy, and the nature and scale of potential solutions 
(and any design constraints that may be imposed). The next theme holds that the 
process of developing digital strategies may include research, situational analysis and 
stakeholder analysis. 
 
MP Theme 10: The process of developing digital strategies may include research, 
stakeholder analysis and situational analysis 
The qualitative survey data reveals that the process of developing digital strategies 
may include research, stakeholder analysis and situational analysis. According to 
participant 11, research is especially important if the organisation is operating in a 
complex sector such as health as it allows the entity to establish points of reference to 
focus on specific areas or opportunities in the digital strategy. Participant 11 provides 
three questions that entities should focus on in conducting research: 
“…if you’re doing a digital strategy you can do what everyone else does, 
and just go ‘Ok, what apps can we build for consumers?’ or you can 
think more big picture. Well, what does the future look like for our 
industry? What are going to be the disrupters? Will our industry even 
exist in 5 years? They are the questions digital strategies should be 
focusing on in my view and you can’t do that without research...” 
 
As participant 11 explains, digitally-enabled opportunities may take many forms and 
move beyond common digital assets, platforms and innovations, to unique 
opportunities that may be available to specific industries. For instance, in the health 
sector, entities can choose to exploit opportunities to enhance their customer 
engagement in common ways such as by adopting digital channels to interact with 
customers and tailoring customer communications. However, there are other available 
digitally-enabled opportunities in the health sector that have the potential to provide 
greater benefits in relation to advancements in medical and diagnostic technology 
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(Participant 11). As such, research is thought to be imperative in understanding the 
potential digital disruptions to an industry and exploiting opportunities. 
 
Additionally, participant 11 suggests that typically a stakeholder matrix is developed 
to identify various stakeholder groups and how they may be approached. For instance, 
in developing a digital strategy for a hospital group, participant 11 identified various 
internal stakeholder groups including doctors, visiting medical officers, private 
practitioners, different cohorts of nursing staff including ward-based nurses, theatre 
nurses and mid-wives, and general administrative staff. Participant 11 explains that 
the research conducted informed the preparation of a vision / discussion paper 
outlining potential digitally-enabled opportunities, which allowed the entity to begin 
the conversation around digital in an informed manner with these various stakeholder 
groups. 
 
According to participant 1, situational analysis is a component of digital strategy 
development. Participant 5 agrees indicating that an organisation needs to 
“understand all the contextual elements, all the external forces and internal factors 
that are pushing you in a different direction”. Additionally, participant 5 explains that 
it is important to focus on the boundaries of the business: 
“You need to have a good [understanding]… of your internal 
organization, all the challenges. You need to have input from everyone in 
the organisation to understand exactly what are the critical factors 
affecting your future direction from inside. You need to have a good 
[understanding]… of the sector, the market, the competition and 
understand what are the factors that can be coming from outside 
affecting your performance… and try to respond to that as well. And the 
last thing that you need to have, I call it outer vision – really in these 
times of the digital age you need to pay attention to the boundaries of our 
business… Even you need to pay attention to which signals… can be 
important to understand how your business is going to be… in the next 
few years. So… you try to understand the contextual situation for the 
organisation and that’s the first step.” 
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Participant 4 illustrates how a digital audit might be an important part of situational 
analysis in understanding an entity’s current digital presence and the extent to which 
its digital presence is contributing to the achievement of business goals: 
“… so the planning process… understanding what’s their category 
insight, what’s their brand insight, what’s the consumer insight, what’s 
the social insight and then marrying those together and then going into 
the different categories. So for example… a client [may]… want to drive 
more engagement [and]… achieve x amount of sales for [a]… particular 
product… So you then… do a review of… what their online presence 
entails at this point in time. So usually they have a website, they might 
have a little bit of a social media presence but it’s not very well 
maintained usually. So… based on the business objectives and the 
marketing objectives, I do a review and based on the audience that 
they’ve explained to me that they are [targeting]... I… do like a pros and 
cons of… their existing online presence… your website for example hits 
these marks but they are starting to hit these marks that doesn’t align 
with what you are trying to achieve...” 
 
Similarly, participant 1 acknowledges that situational analysis may involve 
identifying digital assets available to an entity that can be monetised. Additionally, it 
is about identifying and understanding the digital experiences that may be relevant to 
the customer (which relates to the next theme). The interviewee states: 
“… that situational identification phase is… [an] experiential living 
practice… what is really the set of digital experiences that are relevant to 
you [the customer]... and... you are looking at vestiges through [an]... all 
of their affairs lens for best practice. You are looking at asset 
identification... you are looking at leading best practice… the usual set 
of… baseline definitions of what people currently have and maturities of 
what people currently have, both from a, what have you got perspective, 
in selling in the market, [and] from an operational efficiency perspective 
as well.” 
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In this regard, situational analysis may be valuable in the digital strategy development 
process as it allows the entity to identify its strengths, weaknesses, opportunities and 
threats and exploit those opportunities whilst addressing threats. 
 
MP THEME 10 - SUMMARY 
This theme indicates that the process of developing digital strategies may include 
research to establish points of reference that allow the organisation to begin a 
conversation around digital with stakeholders and set the focus for the digital strategy. 
As digital disruption may impact different industries and sectors in different ways, 
research is imperative to understand the potential disruptions and the future of the 
industry.  
 
Additionally, stakeholder analysis is thought to be important in identifying relevant 
stakeholder groups and how they may be approached in regards to digital. In addition, 
situational analysis is thought to be valuable in developing an appropriate response to 
digital disruption as it provides an understanding of the entity’s strengths, 
weaknesses, opportunities and threats. It is important to note that an IT strategy may 
tend to only respond to system needs generated by an entity’s business strategy, for 
instance, as implied by the Strategic Alignment Model (Henderson & Venkatraman, 
1993). Further, a business strategy may entail stakeholder and situational analysis 
potentially without the expertise to explore digital strategies to support organisational 
outcomes. Perhaps the development of digital strategies may address this gap whereby 
opportunities and threats resulting from recent technological advances and the 
consequent social and economic changes may be considered and addressed. The next 
theme explores an important component of the digital strategy development process: 
the need to empathise with the client to gain deep customer insights. 
 
MP Theme 11: The process of developing digital strategies may include 
empathising with the client (external and/or internal) to gain deep customer 
insights 
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The data from the qualitative survey indicates that the process of developing digital 
strategies may involve empathising with internal and/or external clients to gain deep 
customer insights. As participant 1 indicates:  
“… that situational identification phase is… [an] experiential living 
practice… what is really the set of digital experiences that are relevant to 
you [the customer]... and... you are looking at vestiges through [an]... all 
of their affairs lens for best practice”. 
 
Similarly, participant 7 indicates, that the organisation’s digital strategy focuses on 
connecting and engaging with customers and developing an intimate understanding of 
the customer: 
“… the big goal for us is to try and get to understand more customers 
and have a deeper understanding of them… we are trying to build on that 
sort of customer database and got the idea of coming up with a 
consolidated… single customer view so that’s the primary goal that we 
get to know all of our customers and know them all intimately and then 
we can tailor our communications with them to make their experience... 
better”. 
 
The organisation has undertaken observations of customers, as well as conducted 
quarterly surveys on service quality to obtain verbatim qualitative feedback and 
quantitative scoring from customers, to empathise with customers and understand 
which parts of the travel experience “really matter to them” (Participant 7). The entity 
subsequently developed customer journey maps “from their [the customers’] 
perspective and what’s important to them” (Participant 7). 
 
It may be argued that the customer, in this context, doesn’t necessarily have to be the 
consumer of the firm’s product(s) or service(s). As participant 11 argues, it is also 
important to ensure that the internal clients (a firm’s employees) have the necessary 
resources to deliver on the expected business and consumer outcomes: 
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“… digital strategy shouldn’t just be for consumers, they have to be for 
your staff as well. So… how can you make staff more efficient in the way 
they are responding to consumers? If the consumer has got a mobile app 
then why doesn’t your staff member have a mobile app to respond to 
what transactions are happening? ...” 
 
MP THEME 11 - SUMMARY 
This theme holds that the process of developing digital strategies may include 
empathising with the customer, which may be consumers (external) and/or staff 
(internal), to elicit their needs and gain deep customer insights to drive the 
development of the digital strategy. The next theme explores a key component in the 
digital strategy development process: the need to establish goals and objectives for the 
digital strategy. 
 
MP Theme 12: The process of developing digital strategies includes defining the 
goals and objectives for the digital strategy 
The qualitative survey indicates that the process of developing digital strategies 
include defining the goals and objectives for the digital strategy. According to 
participant 1, “… any great strategy starts with a great definition of a problem”. 
Thus, participant 1 suggests that entities should consider what the digital disruptions 
are for their industry and organisation, and develop a response to these disruptions, 
which forms the digital strategy. 
 
Participant 5 shares a similar view: 
“… first have a good description of the problem. The problem [is], you 
are here, this is the context, these are the market conditions and there are 
some opportunities and there are some risks. So the definition of the 
problem is what should be done to mitigate those risks and to take 
advantage of those opportunities …” 
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While the comments made by the participants above indicate that the objectives for a 
digital strategy may be informed by research and situational analysis, other entities 
appear to have taken a different approach. As participant 7 indicates, the entity gained 
a deeper understanding of and insight into the customer and their needs, which 
allowed the organisation to conduct a gap analysis to determine aspects of the 
customer journey that needed to be enhanced: 
“So I suppose the first part of the process here so from empathise, define 
and ideate is really that journey mapping that we’ve done so 
understanding the customer’s needs and behaviour from their 
perspective and what’s important to them. Then... getting out of that say 
in the define stage, their needs and insights. That’s the gap analysis 
almost so what we need to do.” 
 
Additionally, as participant 2 indicates the objectives and measures for a digital 
strategy need to be informed by the entity’s business objectives relating to various 
aspects such as the operational, financial and/or customer dimensions.  
 
MP THEME 12 - SUMMARY 
There may be multiple, potentially non-competing approaches to establish the goals 
and objectives for a digital strategy. It appears that an organisation’s business 
objectives may inform the goals and objectives for the digital strategy, as the purpose 
of a digital strategy is to drive, evolve or transform business models to enable the 
entity to achieve business objectives. The goals and objectives for the digital strategy 
may be informed by research and situational analysis. The goals and objectives for the 
digital strategy may also be informed by the customer insights gained and the 
subsequent propositions developed as a result of empathising with customers. The 
next theme explores the ideation of options in the digital strategy development 
process to address identified goals and objectives. 
 
MP Theme 13: The process of developing digital strategies includes ideating 
solutions to address identified goals and objectives 
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The qualitative survey indicates that the process of developing digital strategies 
includes ideating potential solutions to address goals and objectives. Participant 5 
indicates that the ideation of solutions is a creative process and a collective effort 
where relevant stakeholders contribute ideas based on the opportunities and risks 
identified: 
“So the creativity process is to have those things on a wall and start 
thinking what is possible. I mean you push your imagination… it depends 
on every team, on every person, but it’s to really start with a blank piece 
of paper saying: well what is possible to do here? We have these risks, 
these opportunities. How imaginative or how creative we can be to really 
do something different and address those things.” 
 
In contrast, Participant 7 outlines another approach to ideating solutions which 
involves mapping the customer journey and conducting a gap analysis to identify gaps 
where the organisation’s services do not meet customer needs particularly during 
moments that really matter to customers: 
“… then there’s… a little bit of a gap analysis between those really 
important moments that matter where we are not necessarily addressing 
the customers’ needs as well and if we can do something in a digital 
sense that will address or make it better or improve it. So that’s sort of 
how we started. So from that gap analysis we’ve come up with some 
priorities and some digital initiatives to undertake or reprioritise what 
we are doing…” 
 
Additionally, participant 11 indicates that research could also guide the process of 
identifying appropriate digital initiatives to pursue in a digital strategy: 
“In healthcare, in trying to engage with doctors, doctors are very 
evidence-based so it makes sense to develop a strategy which was 
evidence-based. And hence why the early research was really important 
because it was easy to debunk when a doctor got up and said ‘Oh, I think 
we should be doing X’. I said well the research says that it’s very early 
  
 214  
days and it’s too high risk and the value’s not there yet and so those sort 
of conversations.” 
 
This implies that during the digital strategy development process, entities may choose 
to iterate between different phases of the process in no particular order or perhaps 
even conduct activities from different phases in parallel. For instance, this example 
illustrates that it is possible that additional research may be required during the ideate 
phase to determine the viability and merit of a proposed option or solution. Further, as 
participant 11 explicates, the entity may choose to seek external expertise to ideate 
solutions, for instance by partnering with a firm that has experience in delivering 
outcomes similar to that the entity is seeking.  
 
MP THEME 13 – SUMMARY 
It was found that a creative process and a collective effort from various stakeholders 
may be required to ideate solutions during digital strategy development. Stakeholders 
may consider identifying strengths, weaknesses, opportunities and threats in relation 
to the various building blocks of a business model found in the Business Model 
Canvas to determine potential solutions (Osterwalder & Pigneur, 2010). Research 
could inform the process of ideating solutions. An alternative approach to ideating 
solutions may be to map the customer journey and conduct a gap analysis to identify 
gaps where the organisation’s services do not meet customer needs particularly during 
moments that really matter to customers. The next theme holds that the process of 
developing digital strategies includes evaluating options, which may encompass 
prototyping and testing options and concepts. 
 
MP Theme 14: The process of developing digital strategies includes evaluating 
options, which may encompass prototyping and testing options and concepts 
The data gathered as part of the qualitative survey approach indicates that the process 
of developing digital strategies includes evaluating options, which may encompass 
prototyping and testing options and concepts. According to participant 1, a component 
of the digital strategy development process is to evaluate the options or potential 
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solutions that were identified. Additionally, participant 1 indicates that prototyping 
and testing artefacts is an important part of the digital strategy development process: 
“… So through the strategy development process, there’s a stronger 
element and emphasis on actually building and creating things, concepts 
and ideas, testing them with customers, and iterating strategy in a way 
that doesn’t normally take place in corporate strategy development...” 
 
Similarly, participant 5 agrees that it is imperative to prototype ideas and concepts, 
and test the prototypes or artefacts with stakeholders during the digital strategy 
development process in order to justify further investment into identified solutions by 
verifying the viability and feasibility of the solutions: 
“… in general to come up with new, innovative things requires some 
experimentation. You’re required to try maybe 10 things to find which 
five are going to continue and which five are not possible or any 
percentage. In general, and certainly you would start with a pilot, with a 
small scale model of what you want and you’d determine if it’s possible 
or not. So yes, I think with that you need experimentation, you need [a] 
small scale approach to first test the idea… These days you don’t invest 
two years to come up with something without talking to anyone. I mean 
you would start developing things and you would test as soon as you can 
with future stakeholders to give feedback and correct whatever could be 
improved so yes it’s an experimental, interactive process.” 
 
However, participant 7 indicates that prototyping and testing are perhaps more 
relevant when organisations are seeking to innovate by experimenting with novel 
ideas and concepts as opposed to when commoditised digital assets that are tried and 
tested are to be adopted: 
“And prototyping and testing, I guess that’s more… if you are doing 
something different… because we’re buying off-the-shelf software or 
systems…” 
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Similarly, as previously discussed, participant 11 believes that prototyping and testing 
are perhaps more relevant when a digital strategy is more customer-focused as 
opposed to for instance, a digital strategy that is more internally-focused on an 
entity’s operations. Nonetheless, an entity in developing its digital strategy, may 
choose to prototype and test with stakeholders potential changes to its business model, 
for instance, using a tool such as the business model canvas (Osterwalder & Pigneur, 
2010). According to Johnson et al. (2013, p. 76), “This form of experimentation 
provides stakeholders within a company a framework that can stimulate conversation, 
exploration and divergence from commonly held assumptions and logics… [and] 
foster business model evolution, in search of an innovative, reactive and anticipatory 
response to changing market conditions and environments”. While these are potential 
suggestions for artefacts that may be prototyped and tested, there was limited 
evidence from the qualitative survey data of entities prototyping and testing options 
and concepts during digital strategy development. 
 
MP THEME 14 – SUMMARY 
The evaluation of identified options and solutions forms a component of the digital 
strategy development process. However, the qualitative survey data provides limited 
evidence of entities prototyping and testing solutions or concepts in determining the 
initiatives to include in a digital strategy. It is argued that the extent to which entities 
may prototype and test solutions may depend on numerous factors such as the nature 
of the solutions considered (e.g. whether they are novel, high-risk options, or tried and 
tested solutions) and the organisational culture. The next theme holds that digital 
strategy development may be a collaborative, iterative and experimental process. 
 
MP Theme 15: The digital strategy development process may be iterative and 
experimental, and may entail collaboration and co-design of strategy 
The interview data gathered as part of the qualitative survey approach indicated that 
the digital strategy development process may be iterative and experimental, and may 
entail collaboration and co-design of strategy. The sub-themes below explore these 
conceptions in greater detail. 
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MP Sub-Theme 15.1: Digital strategy development is a process that may entail 
collaboration and co-design of the strategy 
The qualitative survey data suggests that digital strategy development may be a 
collaborative process that may entail co-designing the strategy with stakeholders 
including customers. For instance, participant 1 states: 
“… through the strategy development process, there’s a stronger element 
and emphasis on actually building and creating things, concepts and 
ideas, testing them with customers, and iterating strategy in a way that 
doesn’t normally take place in corporate strategy development…” 
 
A similar view is expressed by participant 5: 
“In general, and certainly you would start with a pilot, with a small scale 
model of what you want and you’d determine if it’s possible or not… you 
correct the path that you go when you have the first version of things. 
These days you don’t invest two years to come up with something without 
talking to anyone. I mean you would start developing things and you 
would test as soon as you can with future stakeholders to give feedback 
and correct whatever could be improved so yes it’s an experimental, 
interactive process.” 
 
Additionally, participant 11 claims that group discussions are valuable in allowing 
patterns and common themes to be identified: 
“… But hopefully you identify patterns in discussions and doing group 
sessions is also valuable rather than one-on-one interviews. So group 
sessions also tells a story about what... is the kind of consensus thinking 
if you like around how to really focus in on those things that are 
common.” 
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Furthermore, as participant 11 articulates, the entity may choose to engage a partner 
with the expertise to assist the firm in developing its digital strategy: 
“… the design thinking process… at ideate… generating ideas around 
what the solutions would be, sometimes it’s ok to actually bring in 
external expertise to do that. So... in a digital strategy you might think oh 
that’s just consumers, but no, I’m talking about... look for innovative 
companies who’ve created the value you’re looking for and get them to 
help generate the ideas…” 
 
The next sub-theme holds that digital strategy development may be an iterative and 
experimental process. 
 
MP Sub-Theme 15.2: Digital strategy development may be an iterative and 
experimental process 
The interview data reveals that digital strategy development may be an iterative and 
experimental process. As participant 1 indicates experimentation through prototyping 
and testing may play a significant role in the digital strategy development process: 
“… the only different thing is that experimentation path where we look 
at… the heavy experimentation of concepts and concept developments 
through the digital strategy process over a 12 week let’s say digital 
strategy creation process. We would be looking at and thinking about 
wireframing, prototyping, creating through a service design methodology 
a set of artefacts that are ready for or close to ready for production at the 
end of those 12 weeks because there’s so much of kind of a touch and feel 
of what’s important around digital I think.” 
 
Additionally, participant 1 indicates that digital strategy development may be a 
significantly iterative and experimental process where: 
“… the technologies themselves make it more amenable to testing and 
learning. So through the strategy development process, there’s a stronger 
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element and emphasis on actually building and creating things, concepts 
and ideas, testing them with customers, and iterating strategy in a way 
that doesn’t normally take place in corporate strategy development…” 
 
In this regard, it may be argued that the prototypes and artefacts produced of specific 
innovative concepts and ideas during the digital strategy development process may 
help bridge the gap between digital strategy development and execution as it may 
provide a partial high level design for a solution. For instance, prototyping potential 
changes to the entity’s enterprise architecture (e.g. if one of the potential solutions 
considered is moving to the cloud) during digital strategy development may result in a 
high level design for the future state of the enterprise architecture, which may be used 
to guide the implementation of the strategy. 
 
Subsequent interviews also support the view that digital strategy development may be 
an iterative and experimental process particularly where creativity and disruptive 
innovation are sought to provide a competitive edge. In this regard, it is argued that 
digital strategy development is not a linear, sequential process of consecutive phases 
or activities; rather an entity may iterate through the various phases that the 
organisation chooses to adopt in any sequence, any number of times (e.g. iteratively 
developing and testing prototypes), and conduct activities from different phases in 
parallel (e.g. iterating back to the research phase while generating ideas to help 
conceive solutions based on the current disruptive technologies that may be 
available). However, limited evidence of this is available from the interview data and 
further research may be necessary to test this proposition. 
 
MP THEME 15 – SUMMARY 
This theme explored: (1) the iterative and experimental nature of digital strategy 
development, and (2) the potentially collaborative approach to digital strategy 
development that may entail co-design of the strategy. It is further argued that digital 
strategy development is not a linear, sequential process of consecutive phases or 
activities; rather an entity may iterate through the various phases the organisation 
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chooses to adopt in any sequence, any number of times, and conduct activities from 
different phases in parallel. 
 
SUMMARY OF CONSTRUCT 3 
In summary, this theoretical construct has examined the process of developing digital 
strategies. It was found that digital strategy development may combine a traditional 
approach to strategy development with elements of design thinking. As a result, 
digital strategy development may be an iterative and experimental process that may 
entail significant collaboration and co-design of the strategy. Numerous potential 
phases and activities were found to be applicable in the digital strategy development 
process. The process of developing digital strategies: 
• May include research, stakeholder analysis and situational analysis 
• May include empathising with the client (external and/or internal) to elicit needs 
and gain deep customer insights 
• Includes defining the goals and objectives for the digital strategy 
• Includes ideating solutions to address identified goals and objectives 
• Includes evaluating options, which may encompass prototyping and testing 
options and concepts 
 
The next section explores the themes that were identified from the multiple case study 
of two different government departments. Additionally, the case study explores the 
applicability of the adapted design-led innovation model introduced in the literature 
review in Chapter 2 by retrospectively attempting to conceptually map the digital 
strategy development process adopted by each case organisation to the adapted 
framework. Figure 17 depicts the adapted model. 
 
Note that the design-led innovation framework has been adapted for use in the context 
of developing digital strategies for various reasons. Given that it is possible for some 
digital strategies to focus solely or primarily on an entity’s internal operations, the 
vertical axis in the original design-led innovation framework representing the 
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‘Internal’ and ‘External’ dimensions was found to be not applicable in the 
development of digital strategies in some cases.  
 
Additionally, the original design-led innovation framework includes a horizontal axis 
indicating a continuum from operational to strategic activities. This may be construed 
to be misleading to some extent as it appears to imply that observations and insights 
only relate to the operational end of the spectrum. However, it can be argued that 
observations and insights may relate to and have implications for both, the operational 
and strategic aspects of an organisation. Therefore, in the adapted model, these labels 
on either end of the horizontal and vertical axes have been removed. 
 
The original design-led innovation framework also implies that the competitive 
strategy should be considered in light of the entity’s ‘Brand’ in the 4th Quadrant 
(Strategic & External). However, it may be argued that an entity’s brand is not solely 
an external-facing consideration. ‘Internal branding’ (Mahnert & Torres, 2007) and an 
organisational culture that supports the digital vision and the necessary transformation 
are also important and are perhaps an enabler for achieving the intended digital 
transformation. 
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Figure 17: The Adapted Design-Led Innovation Framework 
 
Adapted from Bucolo et al. (2012) 
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5.3 THEMES FROM THE CASE STUDY 
5.3.1. Case 1: Australian Government Department 
The data gathered from case organisation 1 consists of interviews with participants 3, 
8, 9 and 10. The entity’s digital strategy document was not included in the data 
analysis or discussed extensively in this dissertation in order to protect the identity of 
the participating organisation. However, as the researcher is embedded in the 
organisation, general knowledge of the entity’s draft digital strategy has been 
incorporated in the discussion of the findings from case organisation 1 to further 
corroborate the evidence gathered from the interviews. 
 
Figure 18 below summarises the 50 most frequent terms and concepts mentioned 
during these interviews as a word cloud generated using data analysis tool NVivo 
(note that the query was restricted to words with a minimum length of 6 characters to 
provide meaningful results). Additionally, note that the data has been cleansed to 
protect the identity of the study’s participants. 
 
Figure 18: The 50 Most Frequent Terms from Data Gathered in Case Organisation 1 
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Information relating to the data analysis and coding process may be found in 
Appendix 3. The themes from the data gathered relating to case organisation 1 have 
been assigned a unique identifier in the format “C1 Theme [n]” (where ‘n’ represents 
a unique number). The themes are categorised into one of three theoretical constructs: 
the purpose of the digital strategy, the positioning of the digital strategy, and the 
process of developing the digital strategy (Refer to Figure 19). These themes are 
discussed below. 
 
Figure 19: The 3 P’s of Digital Strategy – Summary of Findings from Case 1 
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The purpose of the digital strategy 
C1 Theme 1: The digital strategy is a response to changing government and 
community expectations brought about by digital disruption 
Data gathered from case organisation 1 reveals that the entity’s digital strategy was 
developed to meet government and community expectations in a digital world. As 
participant 8 articulates, digital transformation in the department is driven from the 
top (the government digital agenda), and from the outside (changing customer 
expectations): 
“… some of the government initiatives and directions around our digital 
service policy… basically the government had mandated that by… late 
2017… any business transaction with more than 50,000 transactions per 
annum needs to be in a digital way… I guess that’s the… primary goal... 
from a basic, community expectation though… we’re not immune… to the 
ever-changing world that we live in. And as consumers, and in terms of 
our personal interactions, with the onset of things like… smart phones 
and digital platforms and interacting in a very different way socially... 
that’s one of the key underlying drivers from a community expectation 
perspective. So one’s from the top, which is really the government saying 
that we need to change, and then basic expectations and evolution I 
guess of the service we provide…” 
 
Participant 10 echoes the same sentiments regarding evolving community 
expectations: 
“A large part of client expectation and community demands was around 
digital services so it was the fact that clients were telling us they wanted 
their services to be better, faster, streamlined, all the rest of it, and 
expecting it to be through digital. So that I guess identifies the need to 
prioritise the digital program and you can’t have any type of program, 
any type of change, without a strategy that sets the direction for that 
change. Otherwise, you are just making changes ad-hoc without any kind 
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of… coordination, any kind of alignment, and then you don’t really know 
if you are heading in the right direction either.” 
 
Participant 9 elaborates on the government expectations around the provision of 
digital services: 
“So we’re actually guided by or almost driven by the whole of 
government standard which the Digital Transformation Office has set. So 
as part of that digital service standard… they do commit us to making 
available services through open source or APIs, Application 
Programming Interfaces so they can be embedded in other products by 
software developers... In particular, it applies to high priority services… 
services that have more than 50,000 transactions per year… so the 
government requirement obviously is non-discretionary…” 
 
Participant 3 concurs indicating that digital transformation is driven by government 
expectations, which in turn are driven by client expectations: “I think it’s government 
expectation which is driven by community expectation”. Further, participant 3 
elaborates on the way in which community expectations are continually evolving and 
growing, and prompts consideration of how changing customer expectations may 
impact digital strategy development and implementation: 
“What I find is, ‘Yep that’s what I wanted today but it’s not what I need 
tomorrow’. So I think the expectation’s shifting so quickly that it’s very 
hard to satisfy and then keep up with the… next demand of what people 
want. So I think people may be satisfied with what you’ve delivered today 
but then they expect something more tomorrow and getting it out with 
speed. Can you ever keep them fully satisfied? … just that expectation is 
so hard to meet and if you do happen to meet it, it just gets ratcheted up 
to the next level so I think we go through the evolution of creating the 
strategy and understanding what we think it is that we need to deliver, 
and then how you then execute your delivery against that expectation 
because I think the expectation is ever-growing and the demand is ever-
growing. So you are always… racing to try and get there and then you 
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can never quite get there. Again the challenge for a large government 
organisation that’s typically been very risk adverse into throwing stuff 
out there and the reputational risk that we could be exposed to by making 
a misstep… would be quite significant for us.” 
 
Therefore, it appears that digital strategy development in case organisation 1 is a 
response to changing government and community expectations brought about by 
digital disruption. The next theme explores the way in which the entity’s digital 
strategy has allowed it to transform the business model to enhance the customer 
experience and meet community expectations. 
 
C1 Theme 2: The digital strategy allows the entity to enhance the customer 
experience 
Evidence gathered from case organisation 1 reveals that the digital strategy allows the 
entity to enhance the customer experience. Participant 3 indicates that the entity’s 
digital strategy facilitates the broader business transformation of the department by 
allowing the department to interact with clients in a holistic and seamless manner: 
“… We’ve got multi-faceted roles that customers play say as an 
individual… , or as… a sole trader… so… a particular person could have 
multiple roles with the... [department] and previously you dealt with it in 
a very different way depending on which hat you had on. And previously 
you could not combine the interaction with the... [department]... And 
what we are trying to do is have a convergence now so you can wear 
many hats. We can recognise that… [and] have a holistic conversation 
online and allowing you to come in and access online services that will 
satisfy your needs… whatever your role happens to be. Actually have that 
holistic experience and then you can choose what you want to do and 
when you want to do it rather than have to deal with us multiple times in 
your different areas so that comes to streamlining and aligning our 
business strategy around allowing that to happen and then the 
technology enables that to occur. So it’s a fundamental shift from the last 
100 years of how we’ve been running the… [department]… it’s a 
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challenging shift to the organisation from an operating model, a business 
structure, a business process model. And again the technology just 
becomes an enabler to allow those shifts to occur. But the key to me is 
that technology on its own is not the silver bullet. It’s got to be 
supporting a fundamental shift in operating model around the business 
and how business is run and how that drives the interaction with our 
client base.” 
 
As participant 10 highlights, the department is seeking to transform its client 
interactions through the development of the digital strategy rather than merely 
converting physical, paper-based client communications into a digital format: 
“So previously when [we]… first started [working] in this space… the 
key shift was, in quite simple terms, almost getting just the... 
[department] to move away from paper and do things electronically. 
Now we are trying to talk about different ways of doing things digitally 
so for instance, whether we provide [a] direct service to the community, 
whether we engage software [developers], whether we integrate services 
with third party systems, trying to understand the opportunities that 
technology gives us to eliminate the need for certain activities or to 
completely streamline the experience. So… it’s no longer just about 
getting a paper form and turning that paper form as-is into an electronic 
format. It’s about a genuine transformation.” 
 
Additionally, as participant 10 indicates the department’s digital strategy is attempting 
to transform the client experience such that service delivery can be more integrated 
with clients’ lives and clients can meet legal obligations as a by-product of their 
normal activities: 
“… so like we were saying before it’s not just about onlining a paper 
form in of itself. It’s about understanding what third-party systems we 
could tap into so it might be about delivering services via [third-party] 
software or integration with banking systems, things like that.” 
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As participant 9 explains, the government’s Digital Services Standard outlines a 
requirement for high priority government services to be made available via 
Application Programming Interfaces that can be utilised by third-party software 
developers to provide a value-added product to the community by integrating the 
department’s service offering with their product offering.  
 
This leads to two interesting reflections: 
1. Changes to the department’s strategy and business model brought about by digital 
disruption have implications for the strategy and business models of other entities 
within the dynamic ecosystem in which the department operates. For instance, it 
allows third-party software providers to consider opportunities to provide value-
added products by consuming services exposed by the department via APIs. 
Additionally, the streamlining of the department’s services and allowing clients to 
meet legal obligations as a by-product of their regular activities may be perceived 
as a threat to the current business model of entities that act as intermediaries 
between the department and its clients. Thus, intermediaries should attempt to 
conceive novel ways of adding value to the services provided by government. 
2. The whole-of-government digital agenda attempts to exploit synergies between 
various government agencies to provide a seamless, integrated and holistic client 
experience. For instance, a single, integrated platform was developed that various 
government agencies may use to deliver government services to the community. 
Additionally, there are opportunities for government agencies to better connect 
with each other and share information to improve operational efficiency and 
enhance the client experience. 
 
Therefore, in developing the digital strategy for a government agency, the entity 
should: 
1. Collaborate and empathise with its client group(s) to develop a deeper 
understanding of current and future client needs 
2. Collaborate with other government agencies to develop common solutions that 
align to the whole-of-government digital agenda 
  
 230  
3. Collaborate and partner with other entities in its dynamic ecosystem to consider 
the different ways in which government services may be delivered, and the 
implications that any change to its business model will have on intermediaries and 
partners. 
 
As previously discussed, Bharadwaj et al. (2013) call for richer business models that 
interrelate an entity’s business models with that of other organisations within its 
dynamic ecosystem. Based on the findings from case organisation 1, this concept may 
be further extended. It may be argued that the development of new business models 
and strategies is a process that extends beyond the boundaries of an entity to include 
partners, customers and other entities in the dynamic ecosystem. In this regard, an 
organisation’s strategy and business model may be co-designed and influenced by 
entities external to the organisation. Therefore, this study finds partners, customers 
and other entities within a firm’s ecosystem to be active participants in the 
development of an organisation’s business and digital strategies. Nonetheless, for 
entities that seek to obtain a competitive advantage, it may be argued that aspects of 
their strategies should be concealed from external stakeholders until they are ready to 
execute their strategy and reveal their transformed systems and processes. 
 
In summary, this theoretical construct has explored the purpose of a digital strategy 
for case organisation 1. It was found that the digital strategy was developed in 
response to government and community expectations. Additionally, the department’s 
digital strategy seeks to enhance the client experience by transforming the business 
model to provide services seamlessly via a common government platform or the 
systems that clients commonly use. It further allows customers to meet their legal 
obligations as a by-product of their normal activities. The next section explores the 
positioning of the digital strategy in case organisation 1. 
 
The positioning of the digital strategy 
C1 Theme 3: The intended digital transformation to be achieved through the digital 
strategy is one aspect of a broader business transformation 
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In case organisation 1, it is evident that the intended digital transformation to be 
achieved through its digital strategy is merely one aspect of a broader business 
transformation to meet changing client expectations in a digital world. The 
department has embarked on a broader program of work to achieve a business 
transformation and its digital strategy is one component that has resulted from this 
program to enable the expected business transformation. As participant 10 states: 
“So… the transformation of the... [department] overall is about 
transforming the client experience but the client experience is made up of 
a lot more than just digital services. And sorry I should say that… [while 
the broader business transformation] was largely about transforming the 
client experience, there is also an element of transforming our internal 
operations as well. So you’ve got the… [broader business 
transformation] program overall of which… digital services is just one 
factor. So the digital strategy is about setting [the] direction for that 
digital component of… [the broader transformation] and in a way, the 
intent of the digital strategy is to explain… [what the business 
transformation means]… in a digital context.” 
 
Participant 3 also expresses a similar view indicating the difference between a 
business strategy and a digital strategy: 
“… digital is just one aspect of the broader work program that we have 
within the IT space in the... [department]. Our core business is around… 
[and] ensuring they are operating effectively. A lot of that has nothing to 
do with digital. Digital is a nice window into some of those core services 
that we do and core processing that we do. People want to be able to 
[fulfil their legal obligations]… They much rather that than to have some 
nice, new, nifty mobile app… If we can package that up into a mobile app 
that’s great but the digital strategy is not the be-all and end-all in itself.” 
  
This supports the view adopted in this study that a digital strategy and business 
strategy are distinct but related constructs. Of course, as discussed previously, besides 
evolving community expectations, which prompted the broader business 
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transformation in the department, a government mandate around digital services also 
indicated a need for the department to develop a digital strategy. The next theme 
indicates that the digital strategy is a distinct strategy that transforms the business 
model through digital assets and capabilities. 
 
C1 Theme 4: The digital strategy is a distinct strategy  
It was found that the department’s digital strategy is a distinct strategy. In case 
organisation 1, the digital strategy is business-driven, with the technology solutions 
often being delivered by IT stakeholders in collaboration with business stakeholders. 
Participant 3 establishes the difference between an IT strategy and a digital strategy, 
indicating that the digital initiatives tend to be more transformational while the IT 
strategy is responsible for maintaining core IT systems: 
 “… so I think our IT strategy covers people, process and technology… 
To me the digital strategy covers aspects of those again, with my 
definition of digital being around online services... So I think digital is 
just one aspect… so we’ve done a heap of paper-based processing… To 
me, that’s not the digital strategy. That would form part of an IT strategy 
to make sure that our core business… [is] running effectively… To me 
the digital strategy is how you start to expose some of that stuff to the 
community… you start to get into the self-service model… I think that’s 
where your digital strategy comes in and that sort of leverages off your 
IT strategy… So that’s how I see them fitting together.” 
 
Therefore, in case organisation 1, a digital strategy is a distinct strategy. The next 
theme indicates that the digital strategy transforms the business model through 
digital assets and capabilities. 
 
C1 Theme 5: The digital strategy transforms the business model through digital 
assets and capabilities 
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While continuing to maintain service delivery and client communications via 
traditional channels, the department has adopted new digital channels as part of its 
digital strategy to interact with clients and provide services. Additionally, the 
transformative nature of the department’s digital strategy is highlighted by participant 
10 who indicates that the organisation is now exploring different ways of delivering 
services digitally, for instance by exposing services via APIs that third-party software 
developers can consume and integrate within their product offerings to consumers. 
The next theme indicates that the whole-of-government digital agenda drives the 
department’s business and digital strategies. 
 
C1 Theme 6: The whole-of-government digital agenda drives the department’s 
business strategy and digital strategy 
As participant 8 expresses, the whole-of-government digital strategy or digital agenda 
informs the department’s business strategy and digital strategy. The conventional, 
functional strategies within the department support the department’s business and 
digital strategies in achieving the intended business and digital transformation: 
“… so the digital strategy will actually probably sit over the top of 
everything and inform some of the business strategy and IT strategy that 
we have at the... [department]… the way I see it is sort of hierarchical, 
you’ve got the digital strategy sitting at whole of government, the... 
[department] strategies and… [transformation] is one of those ones 
that’s really driving a lot of change and things around our client services 
and those sorts of things and then we have a range of internal 
supporting, enabling strategies such as the IT strategy, the people 
strategy, the finance strategy, those sorts of things that all line up and 
support that broader… [transformation].” 
 
In summary, this theoretical construct has explored the positioning of the digital 
strategy within case organisation 1. It was found that the intended digital 
transformation enabled by the digital strategy is only one aspect of a broader business 
transformation within case organisation 1. It is evident that the digital strategy in case 
organisation 1 is a distinct strategy that seeks to transform the business model through 
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digital assets and capabilities. Finally, it appears that the department’s business and 
digital strategy are driven by the whole-of-government digital strategy or mandate in 
relation to the provision of digital services. The next theoretical construct explores the 
process adopted by case organisation 1 to develop the department’s digital strategy. 
 
The process of developing the digital strategy 
C1 Theme 7: The approach to digital strategy development demonstrates aspects 
of design thinking 
While the organisation may not have intentionally sought to apply elements of design 
thinking in their approach to digital strategy development, it is evident that the 
adopted approach for digital strategy development demonstrates aspects of design 
thinking and may be mapped to the Stanford design thinking process as shown in 
Figure 20 (Hawryszkiewycz, 2014; Institute of Design at Stanford, n.d.). 
 
The department held numerous internal and external workshops with various internal 
and external client groups to empathise with clients and gain deep insights. This led to 
the department embarking on various programs of work to transform the business. 
Personas were developed for each client group and priorities for the entity’s digital 
strategy were established. Additionally, expected outcomes from the digital strategy 
were identified and the future client experience for different client groups was 
established. The core components that needed to be implemented to achieve the 
intended digital transformation were then identified. Note that as a public sector 
organisation there were parameters that the department had to work within, which 
would have constrained the ideate phase to some extent. Concepts within the strategy 
are prototyped and tested with stakeholders and a roadmap to achieve the digital 
transformation is developed. The department’s draft digital strategy document 
indicates that the roadmap needs to be flexible as it will be reviewed and updated to 
reflect changes to business priorities and funding. Additionally, the draft digital 
strategy document also indicated that the roadmap should be responsive to reflect 
changes in client needs and expectations. This indicates that the digital strategy 
development process may be iterative. The next theme explores in more detail the 
iterative and collaborative nature of the digital strategy development process. 
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Figure 20: The Adopted Digital Strategy Development Process3 Mapped to the Design Thinking Process 
 
Adapted from Institute of Design at Stanford (n.d.)
                                                 
3 For case organisation 1 
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C1 Theme 8: The digital strategy development process may be iterative and entails 
collaboration 
It appears that the digital strategy development process may be iterative. As 
participant 10 states: 
“… a couple of years ago, the key shift was, in quite simple terms, almost 
getting just the... [department] to move away from paper and do things 
electronically. Now we are trying to talk about different ways of doing 
things digitally so for instance, whether we provide [a] direct service to 
the community… whether we integrate services with third party systems, 
trying to understand the opportunities that technology gives us to 
eliminate the need for certain activities or to completely streamline the 
experience….” 
 
This indicates that the digital strategy development process may be iterative as deeper 
customer insights may be obtained over time and there may be shifts in priorities and 
changing needs or new opportunities that the digital strategy may need to 
accommodate. Additionally, participant 9 indicates the need to continually maintain 
the digital strategy: 
Interviewer: “…I just had one last question in regards to this model. So 
do you think there might be any other sort of phases or stages in this 
process that isn’t captured by this model that the... [department] might 
have applied or might have experienced or encountered?” 
Participant 9: “… probably one thing that’s missing and it might be 
implied in what’s prescribed under ‘Test’ but how do you actually 
continually evaluate and maintain your strategy and how does that 
process then apply to do that? So that would make it more cyclical as 
opposed to a linear process.” 
 
Digital strategy development also appears to be a highly collaborative process. The 
department has conducted numerous workshops to understand the needs of its various 
client groups in developing a program to achieve business transformation. The 
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entity’s digital strategy is one component, which supports its overall business 
transformation. As participant 9 states: 
“… The other thing that completes the picture and helps more from a 
strategy perspective is… [the broad program of work to transform] the... 
[department] and that being quite an extensive process in terms of 
listening to the community, understand what their priorities are, what 
they are looking for from the... [department] in the long term so that we 
can build their confidence… there has been a significant number of 
workshops and research conducted in the last year to form for each 
client experience group I guess a view of what we deliver to them 
through the next few years as part of a balanced program of work, so 
making sure that we don’t impose too much change on one particular 
group and don’t neglect any of them either. So that process is currently 
underway and that from a true strategy perspective is what tends to 
determine what the corporate priorities are in terms of what we will 
deliver in terms of new services. So that’s much more from a top-down 
approach but then you’ve obviously got the regular daily feedback 
coming in through all those other channels that help you update and 
maintain your product offering.” 
 
Internal and inter-agency collaboration also takes place to work towards common 
digital solutions that ensure alignment to the whole-of-government digital agenda 
managed by the Digital Transformation Office (DTO). As participant 3 states: 
“So it’s working in conjunction with both business around that and in 
conjunction with other technology stakeholders and also in 
conjunction… with other whole of government stakeholders… with the 
DTO pushing us more and more down the path of whole of government 
services… you start to get into a whole range of interdependencies of 
other departments across government and a broad range of stakeholders 
within the... [department] as well...” 
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Therefore, it appears that digital strategy development in case organisation 1 is a 
process that is iterative to some extent, and highly collaborative. The next theme 
indicates that the digital strategy development process involves empathising with 
clients to gain deep customer insights. 
 
C1 Theme 9: The digital strategy development process includes empathising with 
clients to gain deep customer insights 
As participant 9 indicates, significant client engagement occurred to understand 
customer needs and perceptions as part of a broader business program to transform 
the department, which informed the development of the entity’s digital strategy: 
“… this digital strategy work has happened in parallel with… [the 
program for a broader business transformation] and I think that’s been a 
good process because… [the transformation] program did an extensive 
amount of user research and understanding of client perceptions… 
Within there, there’s some very close themes though that translate to 
what becomes our digital strategy and there were some pain-points and I 
think that reinforced a lot of the areas that were first identified.” 
 
Participant 9 elaborates on the department’s approach to empathise with clients and 
gain deep customer insights to determine business priorities: 
“… so each key experience group... there’s quite a number... they all had 
a dedicated workshop with members of that particular client segment in 
attendance to listen to their needs and get their feedback and to get their 
input as to what they saw the biggest priorities for us to deliver are. And 
as a result of that obviously hundreds of ideas were generated and 
they’ve since been working through to try and distil them down and come 
up with the top ideas and then we can assess them and look at what 
would be feasible for us to deliver and that process is underway now.” 
 
Participant 8 concurs that the digital strategy development process involved 
empathising with clients to develop deep insights: 
  
 239  
“… I can see empathise. So we’re going out and doing a whole heap of 
client engagement to see needs and behaviours… Information is being 
simplified to understand… the compelling needs and gain insights… yep 
that’s happening definitely.” 
 
Therefore, the digital strategy development process at case organisation 1 appears to 
involve empathising with clients to understand needs and develop deep customer 
insights. The next theme indicates that the digital strategy development process 
involved defining goals and objectives for the digital strategy. 
 
C1 Theme 10: The digital strategy development process includes defining the goals 
and objectives for the digital strategy 
As discussed previously, the Australian government mandate to provide a digital 
offering for high priority services by the end of 2017 forms one of the objectives of 
the department’s digital strategy. To protect the identity of the participating 
organisation, the priorities and objectives of the department’s digital strategy will not 
be discussed in detail. The next theme indicates that the digital strategy development 
process includes ideating solutions to address identified goals and objectives. 
 
C1 Theme 11: The digital strategy development process includes ideating solutions 
to address identified goals and objectives 
While it is evident that the ideation of solutions is an aspect of the digital strategy 
development process, as participant 8 highlights, there are parameters within which 
the department must operate given the paradigm that it operates within (note that 
these parameters may be considered as design constraints imposed during the ideate 
phase): 
“I think when it gets to ideate… when you put it into a legislative 
paradigm, there are things that are non-negotiable… So you might go 
through and empathise with customers’ needs and behaviours and 
perspective. So that perspective might be: ‘Why do that?’. Well the 
legislation says so… when you get to the ideate perspective, we’re in 
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parameters we have to stay within… legislative boundaries… we can still 
have ideas and do things differently so don’t take it the wrong way but 
there’s still some boundaries that we need to keep in mind… So yes I 
think we fit the model. I think there’s probably different areas that we 
can go deeper into than others within that model and that’s just probably 
very much specific to the… paradigm that we are in, in terms of a public 
service organisation whereas I think in a broader organisation you 
would go very much along this model and get some really good thinking 
and different ideas… around how you need to transform… other 
services.” 
 
Therefore, to some extent, it is evident that the digital strategy development process 
for case organisation 1 involves ideating solutions. The next theme indicates that the 
design-led innovation framework may be adapted for use in developing digital 
strategies and that the approach adopted by case organisation 1 to develop its digital 
strategy may be retrospectively, conceptually mapped to the adapted design-led 
innovation framework. Note that this was not a salient theme that emerged from the 
data; rather, based on the interviews conducted, the researcher observed that the 
approach adopted by the department in developing its digital strategy may be 
conceptually mapped to the adapted design-led innovation framework. 
 
C1 Theme 12: The design-led innovation framework may be adapted for use in 
developing digital strategies 
While case organisation 1 may not have adopted the design-led innovation framework 
in developing the entity’s digital strategy, it appears that the organisation’s approach 
to digital strategy development may be retrospectively, conceptually mapped to the 
four quadrants (Bucolo et al., 2012; Gloet et al., 2016) in the adapted framework as 
shown in Figure 21. Note that the design-led innovation framework has been adapted 
for use in the context of developing digital strategies as discussed in Chapter 2. 
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The department segmented client groups and ran workshops with each of the client 
groups to understand needs and gather views. The bottom-left quadrant (Observation) 
in Figure 21 indicates four observations: 
• Community expectations are changing due to the emergence and prevalence of 
new digital technologies that are altering the way people interact socially e.g. 
smart phones and new digital platforms 
• The department needs to cater to the tech-savvy Generation Y (Gen-Y) 
demographic born in the 1980s or early 1990s, who are both entering the 
department’s workforce and represent an increasingly proportion of the agency’s 
clients 
• The department needs to meet the government mandate in relation to the provision 
of digital services 
• Customers are imposing the same expectations that they have of private-sector 
firms on the public sector 
As participant 9 indicates: 
“… The digital space is one that evolves very quickly and it is 
important… [to] maintain a very good understanding of what the 
community is demanding because particularly, that’s where we’re seeing 
that the expectations of private-sector firms are being imposed on public-
sector service delivery. So… for example clients want to be able to access 
their internet banking 24/7 and they don’t see why they couldn’t access 
their online account with the... [department] in the same way…” 
 
The workshops and extensive client engagement has allowed the department to adopt 
a life-cycle view of each of the client groups. By empathising with clients, the 
department discovered that the majority of the community have expectations around 
interacting with the department digitally. The entity also documented its current state 
in terms of the paper versus digital correspondence it sends to clients. 
 
Reframing allows the organisation to develop insights. This was achieved through 
examining the following: 
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• What is the client experience that the department wants to deliver in the future? 
• From a digital services perspective, what do clients want / need? 
• From an internal perspective, how can the department streamline the delivery of 
those services? 
 
This led to numerous insights, which allowed various priorities / themes for the digital 
strategy to be identified. Expected outcomes were established and the future client 
experience for each client group was determined. The central proposition or 
opportunity for the department in terms of its digital strategy is to provide 
contemporary and streamlined digital services. The organisation could return to 
quadrant 1 (Observation) to refine this proposition through prototyping and testing 
potential solutions with stakeholders (co-design) and further observation. And this 
process may potentially continue with multiple iterations of the activities in quadrants 
1 & 2 on the left.  
 
Once the central proposition is clear and well-developed, the organisation may 
explore the strategic value that may be derived in relation to the proposition. For case 
organisation 1, its digital strategy appears to empower clients by facilitating client 
self-service. Core initiatives to include in the digital strategy were identified by case 
organisation 1 and a roadmap was developed (which is subject to change as it may 
need to be updated to reflect changes in the priorities of the department and the 
whole-of-government, as well as changes in customer needs). Some of the key 
resources and activities underpinning the department’s digital strategy include 
software and supporting infrastructure to develop and send digital communications to 
clients, and working with various stakeholders to deliver government services via 
third-party systems.  
 
This provides clients with new digital channels to interact with the department and 
access government services. The department will provide support to clients to 
transition to interacting with the department through digital channels. There are also 
initiatives to transform the internal organisational culture to support the intended 
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digital transformation. This allows the department to build a reputation as a client-
focused, connected and innovative agency. A trade-off that is evident is that while the 
majority of the community have expectations around interacting with the department 
digitally, some parts of the community may not wish to use digital services and hence 
the department will need to cater for all clients by continuing to maintain its service 
offering via traditional channels. 
 
In summary, this theoretical construct has explored the process adopted by case 
organisation 1 to develop its digital strategy. It was found that the approach to digital 
strategy development demonstrates aspects of design thinking and may be mapped to 
the Stanford design thinking process (Hawryszkiewycz, 2014; Institute of Design at 
Stanford, n.d.). It is evident that the digital strategy development process entails 
significant collaboration and may be iterative to some extent. It appears that the 
department has undertaken numerous workshops with various client groups to 
empathise with clients to develop deep insights. The digital strategy development 
process entails defining the goals and objectives for the intended digital 
transformation although this was not discussed in detail for case organisation 1 in this 
dissertation in order to protect the identity of the participating organisation. The 
digital strategy development process includes ideating solutions to address identified 
objectives for the intended digital transformation although constraints were evident in 
this process given that case organisation 1 is a public sector organisation. 
Additionally, some of the objectives and proposed solutions may be mandated by the 
whole of government strategy / agenda for digital transformation. Finally, it was 
found that the adapted design-led innovation framework may be adapted and 
retrospectively, conceptually applied to the approach adopted by case organisation 1 
to develop its digital strategy. 
 
The next section explores the findings from case organisation 2, a State Government 
Department. An employee of the department who was heavily involved in the digital 
strategy development process was interviewed. Additionally, the department’s draft 
digital strategy document was coded using In Vivo and descriptive codes and 
analysed. 
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Figure 21: The Adopted Digital Strategy Development Process Mapped to the Adapted Design-Led Innovation Framework4 
 
Adapted from Bucolo et al. (2012) and Gloet et al. (2016)
                                                 
4 The diagram shows the way in which the approach adopted by Case Organisation 1 to develop a digital strategy can be retrospectively conceptually mapped to the adapted 
design-led innovation framework. Note that aspects of the organisation’s digital strategy have been omitted to protect the identity of the participating organisation. 
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5.3.2. Case 2: State Government Department 
The data gathered from case organisation 2 includes an interview with participant 6 
and the organisation’s draft digital strategy document providing a diagrammatic view 
of the entity’s digital strategy. Figure 22 below summarises the 50 most frequent 
terms and concepts mentioned by participant 6 as a word cloud generated using data 
analysis tool NVivo (note that the query was restricted to words with a minimum 
length of 6 characters to provide meaningful results). Additionally, note that the data 
has been cleansed to protect the identity of the study’s participants. 
 
Figure 22: The 50 Most Frequent Terms in Interview 65 
 
 
Information relating to the data analysis and coding process may be found in 
Appendix 3. The themes from the data gathered relating to case organisation 2 have 
been assigned a unique identifier in the format “C2 Theme [n]” (where ‘n’ represents 
                                                 
5 Note that the codes from the digital strategy document were not considered in generating this word cloud 
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a unique number). The themes have been categorised into one of three theoretical 
constructs: the purpose of the digital strategy, the positioning of the digital strategy, 
and the process of developing the digital strategy (Refer to Figure 23). These themes 
are discussed below. 
 
Figure 23: The 3 P’s of Digital Strategy – Summary of Findings from Case 2 
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The purpose of the digital strategy 
C2 Theme 1: The digital strategy aims to maximise the use of available digital 
assets to achieve business objectives 
According to participant 6, the entity’s digital strategy is business-focused and aims to 
maximise the use of available digital assets: 
Participant 6: “… we’re very much focused on enabling the business of 
the department so that people can perform their business and interact 
with the public. So when we heard of a digital strategy and… we thought 
that it has to be business-focused not ICT-focused because we’ve already 
got [an] ICT roadmap…” 
Interviewer: “… in what way was it different to an IT strategy?” 
Participant 6: “So traditionally our ICT strategies have been about 
delivering technology whereas the digital strategy after looking at what 
other departments have produced, looking at the literature it’s very much 
about maximising digital assets and their use…” 
 
This view is supported by the entity’s draft digital strategy document which for 
instance, outlines workforce ICT training as one of the initiatives in the roadmap, 
perhaps intended to develop the knowledge, skills and capabilities of employees to 
maximise ‘the use’ of available digital assets. Note that the digital strategy includes 
technology initiatives as well perhaps in an effort to maximise the use of available 
digital technologies to enhance the operations of the department. This leads to the 
next theme which indicates that the digital strategy in Case Organisation 2 has a 
greater internal focus on improving the operations of the department through 
enhanced collaboration and an empowered workforce. 
 
C2 Theme 2: The digital strategy aims to primarily enhance the operations of the 
department 
The majority of initiatives in the entity’s draft digital strategy relate to enhancing the 
operations of the department as well as connecting and empowering the workforce 
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(e.g. initiatives to improve organisational networking, facilitate real time enterprise 
document collaboration, and adopt cloud computing and support mobility by allowing 
employees to bring their own device). As the following except from the interview 
reveals, participant 6 primarily focused on the way in which employees worked and 
opportunities for improvement: 
Participant 6: “I wanted to be able to talk to people who were running 
the core business of each of their groups and to hear where the gaps 
were for them, what was hard for them, what were the opportunities that 
they saw… to kick it off, and it was very useful to say, what’s your 
average day like? And I asked them “What do you do when you get out of 
bed?”… it was… really useful because a lot of people say, ‘I pick up my 
iPhone and I check my work emails’ or ‘I pick up my phone and I look at 
my calendar’… So it really gave us an insight into what is the working 
need of our clients rather than just making assumptions like… ‘They’ll 
get to work and look at their desktop’… So I targeted business people, 
talked about how they like to work. I asked them questions like ‘What 
opportunities do you see?’, ‘What weaknesses do you see?’...” 
 
To some extent, an attempt to enhance internal operations appears to have a flow on 
effect on the (external) customer experience and channels of engagement with 
external clients. For instance, as participant 6 articulates, some of the feedback 
received from business stakeholders was that it was difficult to interact and 
collaborate with external clients via existing channels: 
Participant 6: “…a lot of the feedback in that branch session was things 
like we interact with industry… and we find it very hard to get these 
documents out to them, get the documents back. It’s very archaic. It’s the 
same as it was in 2001. We write out a Word document, we email it to 
them, they write their bits and then they sign it and scan it and send it 
back. It’s very old school. It’s not true collaboration and a lot of time 
gets sucked into that sort of activity and rework and... 10 copies of a 
single document and all that sort of stuff.” 
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In summary, the digital strategy for case organisation 2 aims to maximise the use of 
available digital assets and is primarily internally-focused to enhance the operations 
of the department, and better connect and empower the workforce. The next 
theoretical construct explores the positioning of the department’s digital strategy in 
relation to conventional strategy. 
 
The positioning of the digital strategy 
C2 Theme 3: The digital strategy is a distinct strategy 
The draft digital strategy document for case organisation 2 indicates that it is a distinct 
strategy that comprises: 
1. The department’s digital vision 
2. Visionary persona descriptions for each internal client group 
3. Key themes / priorities of the department’s digital strategy 
4. The expected outcomes for each of the key themes / priorities, and  
5. A roadmap with a timeline, which outlines how these outcomes will be achieved 
through various initiatives 
 
C2 Theme 4:The digital strategy evolves the business model through digital assets 
and capabilities 
It appears that the department’s digital strategy aims to evolve the business model 
through digital assets and capabilities. The department’s digital strategy document 
indicates that the entity is planning to invest in various initiatives to improve 
collaboration both within the department and externally with clients through the use 
of digital platforms and channels. The organisation is also looking to empower 
workers by moving key applications to the cloud to facilitate mobility thereby 
allowing employees to work from any location at any time. Initiatives such as these 
indicate that the entity’s digital strategy aims to evolve the business model through 
the use of digital assets and capabilities. The next theme indicates that the entity’s 
digital strategy promotes a supporting business and cultural transformation. 
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C2 Theme 5: The digital strategy promotes a supporting business and cultural 
transformation 
It is evident that the initiatives included as part of the roadmap are enabled by digital 
assets and capabilities, for instance, moving applications to the cloud to support a 
mobile workforce that can work from any location using their own device (bring your 
own device). Additionally, it is apparent that some initiatives included in the digital 
strategy are aimed to foster a supporting business and cultural transformation within 
the organisation to support, enhance and potentially increase exponentially the 
benefits that may be realised from the digital strategy. For instance, some initiatives in 
the roadmap are labelled as business initiatives. These initiatives are around 
improving the maturity of business processes as well as achieving a broader cultural 
transformation that champions innovation, for instance, through the establishment of 
an Innovation Committee, improved organisational networking to generate and share 
ideas, and ICT workforce training so that employees collectively have an improved 
understanding of their digital capabilities. 
 
In summary, this theoretical construct has examined the positioning of the digital 
strategy in case organisation 2. It was found that the digital strategy is a distinct 
strategy in case organisation 2 that evolves the business model through the use of 
digital assets and capabilities. Further, the digital strategy seeks to cultivate a business 
and cultural transformation to realise the intended benefits from the digital 
transformation. The next theoretical construct explores the approach employed by 
case organisation 2 to develop a digital strategy. 
 
The process of developing the digital strategy 
C2 Theme 6: The approach to digital strategy development demonstrates elements 
of design thinking 
While the organisation may not have been aware of design thinking and did not 
intentionally apply elements of design thinking in their approach to digital strategy 
development, it is evident that the adopted approach for digital strategy development 
demonstrates aspects of design thinking and may be mapped to the Stanford design 
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thinking process as shown in Figure 24 (Hawryszkiewycz, 2014; Institute of Design at 
Stanford, n.d.). Participant 6 identifies the first three phases of the Stanford design 
thinking process as being relevant: 
Interviewer: “… So based on my research… this is the design thinking 
process and there are variants of it. So I was just wondering if you could 
like look at that and let me know if all those steps or phases were 
relevant to the process that you went through...” 
Participant 6: “… the empathise part is where we did the one-on-one 
sort of chats. We wanted to know how they did their work, how they’d 
like to do their work too… “Do you like to check your stuff on your 
phone?”, “Do you want to be using a tablet or do you want to be using 
pen and paper?”. So I think the empathise part aligns with the one-on-
one business interviews. Defining so synthesising information, yeah that 
was where we did the analysis, combining information into personas and 
themes. Ideate, that was the development of the roadmap… We haven’t 
approached it with the idea of a prototype rather than we are just going 
to deliver this stuff… I think prototyping is a better way to go, it costs 
less... I’ve used different terminology but it’s essentially a similar 
process.” 
 
As shown in Figure 24, the innovation sessions and one-on-one interviews allowed 
the organisation to develop personas and gain deep insights of their internal business 
clients. This understanding has allowed the organisation to develop a digital vision for 
a digitally-enabled workforce that is better connected and empowered. It further 
allowed the themes / priorities for the digital strategy to be established and the 
expected outcomes in relation to each of these themes were determined. Digital 
solutions or initiatives were identified during the ideate phase to address identified 
themes / priorities and achieve the intended outcomes. This allowed for a roadmap to 
be developed where timeframes to complete the various initiatives were included and 
the strategy was iteratively refined by consulting with and incorporating feedback 
from stakeholders (the manager and the CIO). Participant 6 did not identify the 
prototype and test phases as being applicable to the department’s approach of 
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developing the digital strategy. Nonetheless, to some extent, it may be argued that by 
documenting the strategy in the form of a roadmap and iteratively refining and testing 
this strategy with stakeholders, the department has indeed created and tested artefacts 
relating to its digital strategy. The participant also indicates that the department 
intends for the digital strategy to be a living document that is continually maintained. 
The next theme indicates that the digital strategy development process in case 
organisation 2 was iterative and entailed collaboration. 
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Figure 24: The Adopted Digital Strategy Development Process6 Mapped to the Design Thinking Process 
 
Adapted from Institute of Design at Stanford (n.d.) 
                                                 
6 For case organisation 2 
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C2 Theme 7: The digital strategy development process may be iterative and entails 
collaboration 
Collaboration was evident in case organisation 2 particularly during the innovation 
sessions with IT stakeholders, and the one-on-one interviews with business clients to 
empathise with stakeholders and understand what opportunities there may be to 
digitally enable the workforce by facilitating greater collaboration and empowering 
staff. Additionally, as the previous theme indicates an iterative approach was 
employed to develop the roadmap for the digital transformation albeit there was not 
much collaboration in creating the roadmap itself: 
Participant 6: “The initiatives part was largely me and then I stepped 
through an iterative process with the CIO and my manager... [There] 
wasn’t a lot of consultation involved at the development of the roadmap 
stage… that was very adhoc and I didn’t have a method for that… 
stage.” 
 
The next theme indicates that research was conducted in developing the entity’s 
digital strategy. 
 
C2 Theme 8: The digital strategy development process includes research and 
stakeholder analysis 
It appears that some research may have been conducted to understand the 
phenomenon of digital and digital strategies and establish a need for the department’s 
digital strategy: 
Participant 6: “So traditionally our ICT strategies have been about 
delivering technology whereas the digital strategy after looking at what 
other departments have produced, looking at the literature it’s very much 
about maximising digital assets and their use… ‘the use’ part came out 
very strongly in both the research and the interviews.” 
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Additionally, the organisation had also considered the digital strategies developed by 
other government departments to understand how digital strategy formulation may be 
approached: 
Participant 6: “So what we’ve seen from other departments was very 
visionary digital strategies, very much this is a description of the future 
of the department and that was their digital strategy and for us, it looked 
very cool... but it wasn’t enough… when you look at a strategy you want 
the ‘how to get there’ part… if you don’t have the ‘how to get there’ then 
it’s not really a strategy because it’s just a wishful thinking document. So 
we needed that.” 
 
Some level of stakeholder analysis is also evident: 
Participant 6: “So that was the first step – the two branch meetings. And 
then there was the one-on-one interviews. And that was a long process 
but… very essential. The targets… were business people and 
intentionally not people who were ICT-savvy. I wanted to be able to talk 
to people who were running the core business of each of their groups and 
to hear where the gaps were for them, what was hard for them, what 
were the opportunities that they saw, that was the sort of questions… 
because it was… one person… sorting through the data [it] would have 
been impractical to do too many one-on-one interviews, so I just made 
sure that the core businesses of each group were interviewed. So… at the 
time… we had about 6 divisions and each of those divisions have like 
sub-groups and I made sure that each of those groups had an 
interviewee.”  
 
The next theme demonstrates that empathising with (internal) stakeholders to gain 
insights was an important aspect of the digital strategy development process 
employed by case organisation 2. 
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C2 Theme 9: The digital strategy development process includes empathising with 
clients to gain deep customer insights 
Two main methods were employed to empathise with clients and gain deep customer 
insights: two brainstorming sessions termed “innovation sessions” with IT 
stakeholders, and one-on-one interviews with business clients from each of the 
various divisions and sub-groups: 
Participant 6: “… I broke the branch… into two groups and I held what 
we call “innovation sessions” and it was basically two 15-minute 
sessions. The first was a primer where I put up an inspirational video on 
innovation and sort of thinking outside the square... And then I posed 
three questions to them and they were very much along the lines of what 
are some of the… digital enablers that you are aware of, that we don’t 
currently use... is there anything that stands out in your mind… [in terms 
of] feedback from client groups regarding our digital services. Just very 
much “What is the voice of our clients that you hear?”. And what’s the 
gaps that you see? And then I got them back in the room two days later 
and we did a massive brainstorming session where we put all their 
answers up on the board and then we sort of broke them down into 
themes… there was a lot of feedback on things like collaboration… a lot 
of the feedback in that branch session was things like we interact with 
industry, like construction industry… and we find it very hard to get these 
documents out to them, get the documents back. It’s very archaic... We 
write out a Word document, we email it to them, they write their bits and 
then they sign it and scan it and send it back… It’s not true 
collaboration...So that was the first step – the two branch meetings. And 
then there was the one-on-one interviews… The targets… were business 
people and intentionally not people who were ICT-savvy. I wanted to be 
able to talk to people who were running the core business of each of their 
groups and to hear where the gaps were for them, what was hard for 
them, what were the opportunities that they saw…” 
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In this regard, the strategic themes and initiatives in the department’s digital strategy 
were derived from the feedback and insights gained from the IT and business 
stakeholders: 
Participant 6: “Looking at both the feedback from the… innovation 
sessions… and the one-on-one interviews, I was able to break the 
information down into themes… and then looked at the outcome that 
those themes will provide… So after figuring out what the outcomes 
were, then I went backwards and looked at what initiatives would bring 
those outcomes...” 
 
This leads to the next theme which indicates that defining goals and objectives is a 
necessary part of the digital strategy development process. 
 
C2 Theme 10: The digital strategy development process includes defining the goals 
and objectives for the digital strategy 
By determining themes (areas of priority) for the digital strategy, identifying 
corresponding outcomes expected to result in relation to each theme, and establishing 
a 2-year timeframe to achieve these outcomes, the organisation defined a digital 
vision and identified a clear set of objectives for its digital strategy, informed by the 
persona descriptions for various internal stakeholder groups. As participant 6 states: 
Participant 6: “Looking at both the feedback from the… innovation 
sessions… and the one-on-one interviews, I was able to break the 
information down into themes. Things like collaboration, innovation… 
and then looked at the outcome that those themes will provide. So if we 
are looking at collaboration, the sort of things that we can get out of 
collaboration is better interaction with industry as an example...” 
 
This leads to the next theme which identifies the ideation of solutions as being a core 
aspect of the digital strategy development process. 
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C2 Theme 11: The digital strategy development process includes ideating solutions 
to address identified goals and objectives 
Identifying initiatives to address the identified themes / priorities and achieve the 
intended outcomes was a significant aspect of the digital strategy development 
process. Nonetheless, participant 6 acknowledges that the department did not adopt an 
established method to identify potential solutions and that this was not a very 
collaborative process: 
Participant 6:” The initiatives part was largely me and then I stepped 
through an iterative process with the CIO and my manager… [There] 
wasn’t a lot of consultation involved at the development of the roadmap 
stage. Admittedly, that was very adhoc and I didn’t have a method for 
that sort of stage... there’s an innovation strategy. There’s an integration 
strategy which comes before the data warehouse solution because the 
integration strategy should decide whether data warehouse and business 
intelligence is even a thing that we should pursue. So as you’ll see on the 
roadmap some of the initiatives are dependent on one another so those 
are marked with arrows, so this initiative will come first and then there’s 
an arrow pointing to another one. If this initiative makes that initiative 
redundant or finds that that’s not suitable, that won’t be followed. So 
they follow a path, like a journey through the two years...” 
 
While some of the initiatives identified were technology-related, other initiatives 
sought to achieve business process maturity and cultural change in the organisation: 
Participant 6: “… Some of them are ways of doing things and some… 
are technology projects. On the roadmap… they are marked as business 
or technology and all of them are a combination of both…” 
 
This leads to the next theme which indicates that the digital strategy development 
process involves evaluating options to determine which solutions should be included 
in the entity’s digital strategy. 
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C2 Theme 12: The digital strategy development process includes evaluating options 
The department identified various initiatives to achieve the expected outcomes and 
created a roadmap with a timeline to provide a clear path and demonstrate the way in 
which the intended outcomes will be achieved. As participant 6 states: 
Participant 6: “… what we’ve seen from other departments was very 
visionary digital strategies, very much this is a description of the future 
of the department… it was very visionary but it wasn’t enough... when 
you look at a strategy… if you don’t have the ‘how to get there’ then it’s 
not really a strategy because it’s just a wishful thinking document…” 
 
Further, it is imperative to ensure that the strategy is realistic and feasible to achieve 
within the defined period of time. Participant 6 indicated that “the initial roadmap 
was very busy, trying to achieve too much”. The roadmap was iteratively refined 
based on feedback from the manager and the department’s CIO because, as 
participant 6 explains: 
“when this thing gets signed off we are committing to these initiatives so 
there is some money attached and there’s a lot of time and effort that 
goes into [it]”.  
Therefore, potential solutions need to be evaluated in order to develop and baseline a 
realistic and achievable digital strategy. 
 
The next theme indicates that the approach to digital strategy development adopted by 
case organisation 2 can be conceptually retrospectively mapped to the adapted design-
led innovation framework. Note that this was not a salient theme that emerged from 
the data; rather, based on the interview with participant 6 and the department’s digital 
strategy document, the researcher observed that the approach adopted by the entity in 
developing its digital strategy may be conceptually mapped to the adapted design-led 
innovation framework retrospectively. 
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C2 Theme 13: The design-led innovation framework may be adapted for use in 
developing digital strategies 
While case organisation 2 did not adopt the adapted design-led innovation framework 
in developing the entity’s digital strategy, it appears that the organisation’s approach 
to digital strategy development may be retrospectively, conceptually mapped to the 
four quadrants (Bucolo et al., 2012; Gloet et al., 2016) in the adapted framework as 
shown in Figure 25. The bottom-left quadrant (Observation) in Figure 25 indicates 
that the innovation sessions and one-on-one interviews revealed problems 
experienced by staff including a lack of knowledge to effectively use various digital 
tools and technologies to complete work, and difficulties in collaborating with other 
staff internally as well as external clients. The various internal stakeholder groups are 
segmented and personas are developed for each group (e.g. the executive, the team 
leader etc.). Subsequently, reframing allows the organisation to develop insights. This 
was achieved through exploring how staff can be enabled to work better and how the 
use of available digital assets can be maximised to achieve business goals and 
objectives. Based on the insights gained, strategic themes / priorities were identified 
and documented, and corresponding outcomes for each theme were also determined 
and documented. It appears that the central proposition or opportunity for the entity’s 
digital strategy was to connect and empower the workforce through digital means. 
The organisation may return to quadrant 1 (Observation) to refine this proposition 
through prototyping and testing potential solutions with stakeholders (co-design) and 
further observation. And this process may continue with multiple iterations of the 
activities in quadrants 1 & 2 on the left. 
 
Once the central proposition is clear and well-developed, the organisation may 
explore the strategic value that may be derived in relation to the proposition. For case 
organisation 2, it can be said that its digital strategy sought to develop employees’ 
digital capabilities and equip staff with appropriate digital tools and information that 
empowered them to carry out work effectively. The digital strategy including a 
roadmap was then developed iteratively and documented for case organisation 2. The 
key activities and resources underpinning its digital strategy are included in quadrant 
3 of Figure 25. Additionally, organisations may choose to prototype and test the 
strategy (e.g. changes to its business model using Osterwalder’s business model 
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canvas) or aspects of the strategy. In the fourth quadrant (Brand), activities and 
resources affecting the entity’s brand are included namely, new digital channel(s) to 
facilitate real time communication and collaboration, and the establishment of an 
innovation committee to promote an innovative organisational culture. This 
encourages innovation within the organisation, empowers the workforce, digitally-
connects the workforce, and improves organisational agility. 
 
In summary, this theoretical construct has explored the process of developing the 
digital strategy for case organisation 2. It was found that digital strategy development 
comprises elements of design thinking and may be mapped to the Stanford Design 
Thinking process (Hawryszkiewycz, 2014; Institute of Design at Stanford, n.d.). The 
adopted approach to digital strategy development demonstrates evidence of research 
and stakeholder analysis, empathising with clients to gain deep insights, defining 
goals and objectives for the digital strategy, ideating solutions, and evaluating options. 
Moreover, it is evident that digital strategy development is a collaborative and 
iterative process. Additionally, it was found that the design-led innovation framework 
may be adapted for use in the digital strategy development process. The next section 
presents the findings from the cross-case analysis. 
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Figure 25: The Adopted Digital Strategy Development Process Mapped to the Adapted Design-Led Innovation Framework7 
 
Adapted from Bucolo et al. (2012) and Gloet et al. (2016)
                                                 
7 The diagram shows the way in which the approach adopted by Case Organisation 2 to develop a digital strategy can be retrospectively conceptually mapped to the adapted 
design-led innovation framework. 
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5.3.3. Cross-Case Analysis 
Table 6 summarises the findings of the cross-case analysis for case organisations 1 
and 2. The sections below discuss these findings in greater detail. 
 
The purpose of digital strategy 
Each case organisation had a different purpose for developing a digital strategy. Case 
organisation 1 appears to have developed a digital strategy primarily to address: 
1. Changing client expectations in an increasingly digital world; and  
2. Changing government expectations and a government mandate for the provision 
of digital services. This appears to have been brought about by increasing client 
expectations around the need for government agencies to provide digital services 
in a digital world. 
 
Of course, to some extent, the aim to transform the client experience has also meant 
changes to the department’s internal operations and business model in order to 
achieve the intended digital and business transformation. 
 
In contrast, the digital strategy for case organisation 2 was primarily aimed at 
improving internal operations and empowering staff to make better data-driven 
decisions, the ability to work from any location, and the ability to better collaborate 
with colleagues and clients alike. Case organisation 2 appears to have adopted a 
digital strategy in an effort to maximise its use of available digital assets. 
 
The positioning of digital strategy 
It appears that in practice, the scope of a digital strategy may vary across 
organisations. In case organisation 1, the digital strategy is focused on technology 
solutions to achieve the intended digital transformation. During the implementation of 
the strategy, the solutions will be delivered as one or more system releases. A broader 
program of work is being undertaken to achieve a business and cultural 
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transformation within the department, of which the intended digital transformation 
forms one component. In contrast, the digital strategy of case organisation 2 includes 
both technology and business initiatives that support the intended digital 
transformation. For instance, its digital strategy identifies a need for an innovation 
committee to be established to engage in innovation projects and develop a more 
innovative organisational culture. 
 
The digital strategy is a distinct strategy in both case organisations. In relation to the 
hierarchical positioning of a digital strategy, in case organisation 1, it was found that 
the phenomenon is a multi-level or multi-layered construct whereby the department’s 
digital strategy is shaped and informed by the whole-of-government digital strategy. 
Similarly, the digital strategy developed by case organisation 2 may have been 
informed by the broader State Government’s digital strategy although there is 
insufficient evidence in the data gathered to support this view. 
 
The process of digital strategy development 
Evidence from both case organisations suggest that empathising with clients, defining 
objectives and ideating solutions are components of the digital strategy development 
process. Additionally, in case organisation 2, there was evidence of some research and 
stakeholder analysis, as well as evaluation of options following the ideation of 
solutions. While these aspects may have been applicable and employed in case 
organisation 1 (e.g. given the number of client groups that were consulted it may be 
argued that some level of stakeholder analysis would have been undertaken), 
insufficient evidence was gathered to support this view. Moreover, it was evident that 
many of the themes / priorities included in the digital strategy for case organisation 1 
were mandated by the whole-of-government digital strategy. Key characteristics of 
the approach to digital strategy development in case organisations 1 and 2 were that 
the process was highly collaborative and to some extent, iterative. Additionally, it was 
observed that an adapted design-led innovation framework may be applicable and 
useful in the digital strategy development process. Further research should be 
undertaken to explore the applicability of this framework for digital strategy 
derivation in other contexts. 
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This section has synthesised the findings from case organisation 1 and 2 in relation to 
the purpose of digital strategies, the positioning of digital strategies and the process of 
developing digital strategies. The next section will compare the findings from the case 
study with the findings from the qualitative survey and derive a final set of themes. 
The existing literature will be discussed in relation to these themes to determine if the 
study’s findings are supported by the literature. 
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Table 6: Summary of Findings from Case Organisations 1 and 2 
Theoretical 
Construct 
Dimension Case Organisation 1 Case Organisation 2 
Pu
rp
os
e 
Reason for digital 
strategy adoption 
• Changing client 
expectations 
• Government mandate 
(non-discretionary) 
To maximise the use of 
available digital assets 
Focus of the digital 
strategy 
Primarily to enhance the 
customer experience (external 
focus), which has implications 
and prompts changes to 
internal operations as well as 
the business model holistically 
Primarily to enhance the 
internal operations of the 
department (internal focus) 
and capability development 
Po
si
tio
ni
ng
 
Scope of the digital 
strategy 
The digital strategy outlines the 
expected digital transformation. 
The digital strategy is one 
component of a broader 
business transformation. 
Outlines both technology 
and business initiatives 
required to achieve the 
vision for the future. The 
digital strategy encompasses 
initiatives to achieve a 
supporting cultural and 
business transformation (e.g. 
through the establishment of 
an innovation committee to 
develop a more innovative 
organisational culture). 
Distinct strategy vs. 
component of 
conventional strategy 
Distinct strategy Distinct strategy 
Hierarchical positioning 
of the digital strategy  
• Whole-of-government 
digital strategy shapes the 
department’s business 
strategy / transformation 
and digital strategy / 
transformation 
• Department’s digital 
strategy transforms the 
business model 
• The State government’s 
digital strategy may have 
informed the digital 
strategy 
• The department’s digital 
strategy evolves the 
business model 
Pr
oc
es
s o
f D
ev
el
op
m
en
t Components of the Approach 
• Empathise with external 
and internal client groups 
(user research) 
• Define objectives 
• Ideate solutions (within 
defined parameters) 
 
Note that the department’s 
digital strategy is shaped by the 
whole-of-government strategy 
for digital transformation 
• Research and 
stakeholder analysis 
• Empathise with internal 
clients 
• Define objectives 
• Ideate solutions 
• Evaluate options 
Characteristics of the 
Approach 
• Iterative 
• Collaborative 
• Iterative 
• Collaborative 
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5.4 COMPARATIVE FINDINGS FROM MIXED PRACTITIONERS AND THE 
CASE STUDY 
The themes identified from the qualitative survey of mixed practitioners from various 
backgrounds and the two case organisations were grouped under six high level meta-themes 
that were extrapolated inductively and deductively by considering both, the data gathered in 
this study as well as the theoretical constructs identified from literature. Similar themes 
across the qualitative survey of various practitioners as well as the two cases were grouped 
together to identify a set of generic themes that accurately represent the findings of the study 
as a whole. Table 7 summarises the process of mapping similar themes across all of the data 
to derive a final set of themes. 
 
A brief description of each meta-theme is provided below: 
• Reason for digital strategy adoption – This meta-theme represents the various reasons 
for entities adopting digital strategies. 
• Focus of the digital strategy – This meta-theme represents the high-level areas of focus 
for digital strategies.  
• Scope of the digital strategy – This meta-theme represents the scope of a digital strategy 
in terms of the extent of the organisational functions and strategies it impacts. 
• Relationship between digital strategy and conventional strategy – This meta-theme 
represents the relationship between digital strategy and existing business and 
conventional strategies. 
• Components of the Approach – This meta-theme comprises the various components or 
elements of the digital strategy development process. 
• Characteristics of the Approach – This meta-theme relates to the characteristics of the 
process of developing digital strategies. 
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Table 7: Mapping of Themes across Qualitative Survey and Cases 1 and 2 to Derive Final Themes 
Theoretical 
Construct 
Meta-Themes Qualitative Survey Case Organisation 1 Case Organisation 2 Final Themes 
Purpose Reason for digital 
strategy adoption 
MP Theme 1: Digital 
strategies aim to 
maximise the use of 
digital channels to achieve 
business objectives 
 
 
 C2 Theme 1: The digital 
strategy aims to 
maximise the use of 
available digital assets 
to achieve business 
objectives 
Theme 1: Digital 
strategies may aim to 
maximise the use of 
available digital assets 
to achieve business 
objectives 
 
Purpose Reason for digital 
strategy adoption 
MP Theme 2: Digital 
strategies represent a 
response to digital 
disruption characterised 
by recent technological 
megatrends and 
consequent social and 
economic changes 
 
 
C1 Theme 1: The digital 
strategy is a response to 
changing government 
and community 
expectations brought 
about by digital 
disruption 
 Theme 2: Digital 
strategies represent a 
response to digital 
disruption 
characterised by recent 
technological 
megatrends and 
consequent social and 
economic changes 
 
Purpose Reason for digital 
strategy adoption 
MP Theme 3: Digital 
strategies allow 
organisations to compete 
and/or survive in a digital 
world 
 
  Theme 3: Digital 
strategies allow 
organisations to 
compete and/or survive 
in a digital world 
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Theoretical 
Construct 
Meta-Themes Qualitative Survey Case Organisation 1 Case Organisation 2 Final Themes 
Purpose Focus of the 
digital strategy 
MP Theme 4: Digital 
strategies may focus on 
the customer experience, 
operations, or more 
holistically, the business 
model 
C1 Theme 2: The digital 
strategy allows the 
entity to enhance the 
customer experience 
C2 Theme 2: The digital 
strategy aims to 
primarily enhance the 
operations of the 
department 
Theme 4: Digital 
strategies may focus on 
the customer 
experience, operations, 
or more holistically, the 
business model 
Positioning Scope of the 
digital strategy 
MP Theme 5: The 
corporate and/or business 
strategies may be shaped 
by digital disruption 
 
 
 
 
 Theme 5: The corporate 
and/or business 
strategies may be 
shaped by digital 
disruption 
Positioning Scope of the 
digital strategy 
MP Theme 6: A digital 
strategy sits alongside an 
entity’s business model(s) 
and drives, evolves or 
transforms the business 
model(s) through digital 
assets and capabilities 
C1 Theme 5: The digital 
strategy transforms the 
business model through 
digital assets and 
capabilities 
 
C2 Theme 4:The digital 
strategy evolves the 
business model 
through digital assets 
and capabilities 
Theme 6: A digital 
strategy drives, evolves 
or transforms the 
business model(s) 
through digital assets 
and capabilities 
Positioning Scope of the 
digital strategy 
 C1 Theme 6: The whole-
of-government digital 
agenda drives the 
department’s business 
strategy and digital 
strategy 
 Theme 7: Digital 
strategy may be a 
multi-layered construct 
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Theoretical 
Construct 
Meta-Themes Qualitative Survey Case Organisation 1 Case Organisation 2 Final Themes 
Positioning Relationship 
between digital 
strategy and 
conventional 
strategy 
MP Theme 7: A digital 
strategy may be a distinct 
strategy or a component 
of conventional strategies 
 
C1 Theme 4: The digital 
strategy is a distinct 
strategy 
 
C2 Theme 3: The digital 
strategy is a distinct 
strategy 
 
Theme 8: A digital 
strategy may be a 
distinct strategy or a 
component of 
conventional strategies 
Positioning Relationship 
between digital 
strategy and 
conventional 
strategy 
 C1 Theme 3: The 
intended digital 
transformation to be 
achieved through the 
digital strategy is one 
aspect of a broader 
business transformation 
 
 
C2 Theme 5: The digital 
strategy promotes a 
supporting business 
and cultural 
transformation 
Theme 9: The intended 
digital transformation 
requires a supporting 
business and cultural 
transformation, which 
may or may not form a 
component of the 
digital strategy 
Positioning Relationship 
between digital 
strategy and 
conventional 
strategy 
MP Theme 8: A digital 
strategy should be 
supported by 
conventional strategies 
 
  Theme 10: A digital 
strategy should be 
supported by 
conventional strategies 
Process Components of 
the Approach 
MP Theme 9: The digital 
strategy development 
process may combine a 
traditional approach to 
strategy development 
with design thinking 
 
C1 Theme 7: The 
approach to digital 
strategy development 
demonstrates aspects of 
design thinking 
C2 Theme 6: The 
approach to digital 
strategy development 
demonstrates elements 
of design thinking 
 
Theme 11: The digital 
strategy development 
process may combine a 
traditional approach to 
strategy development 
with design thinking 
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Theoretical 
Construct 
Meta-Themes Qualitative Survey Case Organisation 1 Case Organisation 2 Final Themes 
Process Components of 
the Approach 
MP Theme 10: The 
process of developing 
digital strategies may 
include research, 
stakeholder analysis and 
situational analysis 
 
 
 C2 Theme 8: The digital 
strategy development 
process includes 
research and 
stakeholder analysis 
 
 
Theme 12: The process 
of developing digital 
strategies may include 
research, stakeholder 
analysis and situational 
analysis 
 
Process Components of 
the Approach 
MP Theme 11: The 
process of developing 
digital strategies may 
include empathising with 
the client (external and/or 
internal) to gain deep 
customer insights 
 
C1 Theme 9: The digital 
strategy development 
process includes 
empathising with clients 
to gain deep customer 
insights 
 
C2 Theme 9: The digital 
strategy development 
process includes 
empathising with 
clients to gain deep 
customer insights 
 
Theme 13: The process 
of developing digital 
strategies may include 
empathising with the 
client (external and/or 
internal) to gain deep 
customer insights 
 
Process Components of 
the Approach 
MP Theme 12: The 
process of developing 
digital strategies includes 
defining the goals and 
objectives for the digital 
strategy 
C1 Theme 10: The digital 
strategy development 
process includes defining 
the goals and objectives 
for the digital strategy 
C2 Theme 10: The 
digital strategy 
development process 
includes defining the 
goals and objectives for 
the digital strategy 
 
Theme 14: The process 
of developing digital 
strategies includes 
defining the goals and 
objectives for the 
digital strategy 
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Theoretical 
Construct 
Meta-Themes Qualitative Survey Case Organisation 1 Case Organisation 2 Final Themes 
Process Components of 
the Approach 
MP Theme 13: The 
process of developing 
digital strategies includes 
ideating solutions to 
address identified goals 
and objectives 
C1 Theme 11: The digital 
strategy development 
process includes ideating 
solutions to address 
identified goals and 
objectives 
C2 Theme 11: The 
digital strategy 
development process 
includes ideating 
solutions to address 
identified goals and 
objectives 
Theme 15: The process 
of developing digital 
strategies includes 
ideating solutions to 
address identified goals 
and objectives 
Process Components of 
the Approach 
MP Theme 14: The 
process of developing 
digital strategies includes 
evaluating options, which 
may encompass 
prototyping and testing 
options and concepts 
 C2 Theme 12: The 
digital strategy 
development process 
includes evaluating 
options 
Theme 16: The process 
of developing digital 
strategies includes 
evaluating options, 
which may encompass 
prototyping and testing 
options and concepts 
Process Components of 
the Approach 
 
 
C1 Theme 12: The 
design-led innovation 
framework may be 
adapted for use in 
developing digital 
strategies 
 
 
C2 Theme 13: The 
design-led innovation 
framework may be 
adapted for use in 
developing digital 
strategies 
 
Theme 17: The design-
led innovation 
framework may be 
adapted for use in 
developing digital 
strategies 
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Theoretical 
Construct 
Meta-Themes Qualitative Survey Case Organisation 1 Case Organisation 2 Final Themes 
Process Characteristics of 
the Approach 
MP Theme 15: The digital 
strategy development 
process may be iterative 
and experimental, and 
may entail collaboration 
and co-design of strategy 
C1 Theme 8: The digital 
strategy development 
process may be iterative 
and entails collaboration 
C2 Theme 7: The digital 
strategy development 
process may be 
iterative and entails 
collaboration 
Theme 18: Digital 
strategy development 
may be iterative and 
experimental, and may 
entail collaboration and 
co-design of strategy 
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Table 8 summarises the final list of themes arising from this study, with each 
theme being categorised into one of six meta-themes, which are in turn grouped 
into one of three theoretical constructs identified from the literature. Note that 
Themes 12 to 16 could be considered sub-themes of Theme 11.  
 
Table 8: Final List of Themes 
Theoretical 
Constructs 
Meta-Themes Themes 
Purpose 1) Reason for 
digital strategy 
adoption 
Theme 1: Digital strategies may aim to 
maximise the use of available digital assets to 
achieve business objectives 
Theme 2: Digital strategies represent a response 
to digital disruption characterised by recent 
technological megatrends and consequent 
social and economic changes 
Theme 3: Digital strategies allow organisations 
to compete and/or survive in a digital world 
2) Focus of the 
digital strategy 
Theme 4: Digital strategies may focus on the 
customer experience, operations, or more 
holistically, the business model 
Positioning 3) Scope of the 
digital strategy 
Theme 5: The corporate and/or business 
strategies may be shaped by digital disruption 
Theme 6: A digital strategy drives, evolves or 
transforms the business model(s) through 
digital assets and capabilities 
Theme 7: Digital strategy may be a multi-
layered construct 
4) Relationship 
between digital 
strategy and 
conventional 
strategy 
Theme 8: A digital strategy may be a distinct 
strategy or a component of conventional 
strategies 
Theme 9: The intended digital transformation 
requires a supporting business and cultural 
transformation, which may or may not form a 
component of the digital strategy 
Theme 10: A digital strategy should be 
supported by conventional strategies 
Process 5) Components of 
the Approach 
Theme 11: The digital strategy development 
process may combine a traditional approach to 
strategy development with design thinking 
Theme 12: The process of developing digital 
strategies may include research, stakeholder 
analysis and situational analysis 
Theme 13: The process of developing digital 
strategies may include empathising with the 
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Theoretical 
Constructs 
Meta-Themes Themes 
client (external and/or internal) to gain deep 
customer insights 
Theme 14: The process of developing digital 
strategies includes defining the goals and 
objectives for the digital strategy 
Theme 15: The process of developing digital 
strategies includes ideating solutions to address 
identified goals and objectives 
Theme 16: The process of developing digital 
strategies includes evaluating options, which 
may encompass prototyping and testing options 
and concepts 
Theme 17: The design-led innovation 
framework may be adapted for use in 
developing digital strategies 
6) Characteristics 
of the 
Approach 
Theme 18: Digital strategy development may 
be iterative and experimental, and may entail 
collaboration and co-design of strategy 
 
5.4.1. The Purpose of Digital Strategy 
 
Meta-Theme 1: Reason for digital strategy adoption 
 
This meta-theme represents the various reasons for entities adopting digital 
strategies. From the data gathered, it appears that organisations may develop 
digital strategies to maximise the use of available digital assets to achieve 
business objectives. A different conception indicates that digital strategies are 
a response to digital disruption characterised by recent technological 
megatrends and the consequent social and economic changes. In case 
organisation 1 it was evident that the entity adopted a digital strategy due to a 
government mandate. However, it may be argued that government 
expectations are evolving to champion the provision of digital services and 
the adoption of digital technologies, due to changes in the expectations of the 
broader community, which are in turn brought about by recent technological 
advances. Additionally, digital strategies are thought to allow organisations to 
compete and/or survive in a digital world where not adopting a digital 
strategy could lead to an organisation being disadvantaged competitively. 
Figure 26 summarises the reasons for digital strategy adoption. 
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Figure 26: Reasons for Digital Strategy Adoption 
 
 
Theme 1: Digital strategies may aim to maximise the use of available 
digital assets to achieve business objectives 
It was evident from both the qualitative survey of a wide variety of industry 
practitioners and case organisation 2 that a digital strategy may aim to 
maximise the use of available digital assets to achieve business objectives. To 
some extent, this notion is supported by existing literature as the concept of 
leveraging valuable resources to achieve a competitive advantage is evident 
in the context of strategy development in the existing literature. For instance, 
Woodard et al. (2013, p. 538) discuss three different types of logic commonly 
employed by managers: positioning, leverage and opportunism (as discussed 
in the literature review in Chapter 2). The next theme holds that digital 
strategies represent a response to digital disruption. 
 
 
Theme 2: Digital strategies represent a response to digital disruption 
characterised by recent technological megatrends and consequent social 
and economic changes 
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The findings from case 1 and the qualitative survey of various industry 
practitioners from different backgrounds reveal that ‘digital’ in the context of 
‘digital disruption’ is a term that may be used to refer to: (a) recent 
technological advances, and (b) the resulting social and economic changes, 
both of which have significant implications for organisations in the way in 
which they strategize, operate, create and capture value, and compete or 
survive. This understanding of digital strategies offers a unique perspective 
and clear insight into the phenomenon in contrast to existing academic 
literature, which often evades providing a clear understanding and definition 
of the construct as explored previously in Chapter 2. In this regard, ‘digital’ 
does not solely refer to a set of technologies; rather, the term also 
encompasses the broader social and economic changes resulting from these 
technologies that are fuelling an increasingly “hyper-competitive” 
environment (Grover & Kohli, 2013, p. 656) by influencing and altering the 
behaviour and/or expectations of consumers, firms and other stakeholders. It 
may be argued that these social and economic implications are as significant 
to organisations as the advances in technologies, as they shape consumers’ 
notions of what constitutes ‘value’ (Keen & Williams, 2013), give rise to the 
creation of new business models, and present opportunities to drive and 
evolve existing business models. In this regard, as participant 11 indicates, 
business models are increasingly “consumer-led”.  
 
The next theme considers the main ways in which an organisation may 
respond to digital disruption. 
 
Theme 3: Digital strategies allow organisations to compete and/or survive 
in a digital world 
The qualitative survey data indicates that digital strategies allow 
organisations to compete and/or survive in a digital world. Bharadwaj et al. 
(2013, p. 472) claim that a digital business strategy represents an 
“organizational strategy formulated and executed by leveraging digital 
resources to create differential value”. Yet, the qualitative survey reveals that 
many firms struggle to achieve differential value through digital strategies. 
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This is perhaps due to the nature and characteristics of digital technologies, 
platforms and capabilities and the consequent increasingly hypercompetitive 
environment (Grover & Kohli, 2013). The findings of this study indicate that 
entities develop digital strategies to respond to digital disruption by either 
achieving competitive advantage over the long term through a consecutive 
series of ephemeral advantages, or by maintaining competitive parity so as to 
not be disadvantaged as illustrated in Figure 27. Additionally, in the 
qualitative survey approach it was found that doing nothing or not adopting a 
digital strategy may lead to entities being “disadvantaged” (Participant 1).  
 
Perhaps it might be surmised that organisations who adopt digital strategies in 
order to survive are perhaps followers or laggards who are responding to 
digital disruption out of necessity by quickly imitating competitors. In 
contrast, organisations that actively compete by deploying a series of 
initiatives which lead to temporal advantages, develop new business models, 
or that bring about disruption may be perceived as the innovators, disruptors 
and leaders in the digital era. 
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Figure 27: Three Main Responses to Digital Disruption 
Competitive 
advantage 
over a long 
term
Follow
Digital Disruption
Competitive 
parity
Imitability
Through
Competitive 
disadvantage
Competitors 
offering better 
value propositions 
enabled by digital 
resources
Due to
A sequence of 
temporary 
advantages
Through
LeadDo Nothing
 
 
Therefore, the central question that firms need to respond to can be 
summarised as follows: Should the firm compete in the digital world by being 
a digital leader or should the firm merely seek to survive by quickly 
following competitors? The qualitative survey indicates that a response to this 
question will be influenced by considerations such as the nature of the 
resources and capabilities that an entity possesses (and whether they can be 
used to attain a competitive advantage). 
 
Note that the term ‘sustainable competitive advantage’ has not been used in 
this context. According to Barney (1991), a competitive advantage is 
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sustainable when a firm’s strategy or resources cannot be imitated by 
competitors. In this regard, it is believed that competitive advantage arising 
from digital innovations is often not sustainable from the perspective of the 
resource-based view of the firm. This is due to the characteristics of digital 
public goods being non-excludable and non-rival (Rosemann et al., 2011), 
which often form a prominent aspect of a firm’s approach to digitisation, for 
instance, using social media platforms to better engage with customers and 
drive sales. Similarly, digital private goods based on the ‘as a service’ 
paradigm are also not rare and may be used by competitors (Rosemann et al., 
2011). Providing new product or service offerings, or assembling new 
innovations through combinations of digital assets and platforms that are also 
accessible to the firm’s competitors do not lead to sustainable competitive 
advantage as these innovations and offerings can usually be imitated by 
competitors. Therefore, it appears that increasingly this traditional notion of 
‘sustainable’ competitive advantage is becoming less relevant in a digital 
world given that many digital innovations can be duplicated by competitors, 
it may be more difficult to protect competitive advantage arising from the use 
of digital technologies, and barriers to entry and imitability are low. 
 
Perhaps it may be argued that a firm may achieve competitive advantage over 
the long term if it has access to rare and valuable assets and/or capabilities 
that its competitors are unable to access or are prevented from imitating, for 
instance, as a result of technological innovations being protected through 
legal patents. For instance, as Grover and Kohli (2013) highlight, Netflix’s 
proprietary software, Cinematch, is a source of competitive advantage to the 
firm as the algorithm allows the firm to recommend movies to customers 
based on the customer data and input obtained by the firm. Nonetheless, it 
may be argued that Netflix may not be able to compete in the long term solely 
through this single innovation. So it may be surmised that even when firms 
have access to rare and valuable resources that are not available to 
competitors, they will need to continue to innovate by achieving a series of 
temporal advantages that allow them to lead, control and shape the ecosystem 
in which they operate in order to effectively compete in a digital world. 
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Besides, as Keen and Williams (2013) argue, value is a “function of the 
choice space”. In the digital world, assuming no artificial barriers or 
regulatory protection, this choice space is continually evolving and expanding 
(Keen & Williams, 2013; Lucas Jr et al., 2013) as a result of emerging 
consumer-led business models, and innovative product and service offerings 
that are increasingly brought about by “adaptive ecocomplexes of 
relationships” (Keen & Williams, 2013, p. 644) that are redefining traditional 
notions of firm and industry boundaries (Bharadwaj et al., 2013). ‘Value’ is 
increasingly defined by customers and is constantly changing due to 
exponential technological advances that continually provide new 
opportunities for firms to expand and redefine this choice space with new and 
improved product and service offerings that offer “new dimensions of value” 
(Keen & Williams, 2013). Therefore, it appears unlikely that a single digital 
innovation may be a source of sustainable, long term competitive advantage 
for a firm, thereby requiring firms to continually strive to achieve temporal 
advantages (Grover & Kohli, 2013; Sambamurthy et al., 2003). 
 
Additionally, digital technologies and consumer-led business models are 
increasing the threat of substitutes. For instance, consider Uber, an 
organisation that has recently disrupted the traditional taxi industry through a 
combination of various factors, but particularly its novel business model. It is 
expected that the advancement in digital technologies and the increasing 
maturity of self-driving technology will soon make autonomous cars a 
popular and commercially viable option. Amongst other things, it may be a 
reasonable assumption that self-driving technology will disrupt Uber’s 
current prosumer business model based on matching idle vehicles and drivers, 
with passengers who need to be transported to a destination, which is 
presently considered to be ‘disruptive’ itself. 
 
As a result, it may be surmised that digital strategies allow organisations to 
achieve competitive advantage over the long term by deploying a series of 
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innovations of value to customers that are not offered by competitors at the 
time when these innovations are deployed. This view is supported by Grover 
and Kohli (2013, p. 660), who assert that, “Today’s competitive advantage is 
based on a succession of short-term advantages through digital initiatives that 
are a part of broader…” digital strategies. The duration of each temporal 
advantage then is dependent upon the time it takes for one or more 
competitors to imitate the firm’s strategy, or for consumers to no longer 
perceive value in the firm’s product or service offering. This leads us to 
ponder a valid question: if digital technologies and capabilities are not 
necessarily a source of differentiation leading to competitive advantage, how 
then do firms achieve a successive series of ephemeral competitive 
advantages by adopting digital strategies?  
 
Underpinning this view of achieving temporal advantages through digital 
innovations is the assumption that firms have access to other resources 
termed complementary assets (Teece, 1986) to provide a source of 
differentiation leading to competitive advantage. Therefore, implicit in this 
view is the assumption that firms can mobilise and combine other valuable 
resources and capabilities with digital technologies to achieve temporal 
advantages. This is consistent with the position adopted by Drnevich and 
Croson (2013, p. 494) which holds that IT may be considered a “resource 
multiplier”, improving an entity’s existing capabilities or enabling novel 
capabilities rather than provide a source of advantage as a “stand-alone 
resource”. It may perhaps be argued that a firm’s employees (human 
resources) may provide a source of competitive advantage if they possess 
valuable skills or capabilities that allow them to conceive novel ways of 
assembling digital and/or physical assets to provide product or service 
offerings of value to consumers. For instance, it may be difficult to acquire 
the skills and capabilities required to effectively perform the roles of an 
‘innovation catalyst’ or ‘value architect’ to design the way in which a firm 
may create value through digitisation (Keen & Williams, 2013; Price et al., 
2014; Wrigley, 2013). Therefore, if a firm possesses these new, valuable and 
potentially rare capabilities, it may be considered to have a competitive 
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advantage at least temporarily. Similarly, in the digital era, customers may 
also be considered a resource to the firm as consumers increasingly co-create 
value with firms (D’Cruz et al., 2015). Additionally, access to customer data 
may be valuable as it can be mined and analysed using data analytics tools to 
predict patterns, future needs and behaviours allowing the firm to then 
develop solutions to address these needs. Moreover, as Lucas Jr et al. (2013) 
highlight firms may leverage current technologies such as the internet of 
things to transform traditional business models e.g. by adopting a ‘pay-as-
you-go’ business model by attaching sensors to physical assets to monitor 
usage. 
 
Nonetheless, one may argue that a competitor could potentially also acquire 
these assets and capabilities, which would void any competitive advantage 
the firm gains as a result of, for instance, the human capital they employ 
(Barney, 1991). However, it must be acknowledged that entities operate in 
complex social environments and may possess valuable resources that are 
“socially complex” (Barney, 1991), for instance, the culture within an 
organisation (Barney, 1986, 1991), the reputation the firm holds with its 
suppliers, partners and customers, and so forth (Barney, 1991). Aspects such 
as social engineering are perhaps more difficult to imitate perfectly as they 
may be influenced by a myriad of factors (obvious or latent) that may prevent 
competitors from replicating the firm’s strategy due to ambiguity surrounding 
the role of and interplay between each of these elements to achieve 
competitive advantage (Barney, 1991). Participant 4 supports this view by 
explaining how the technology giant, Apple, has achieved competitive 
advantage through the reputation of their brand and by building mindshare 
with its customers even though the firm’s products (e.g. the iPhone) are 
perhaps not superior to those offered by competitors (e.g. Android 
smartphones) but are comparable. Even when these socially complex 
elements are fully understood, it may be argued that competitors may not be 
able to imitate perfectly the strategy of a firm, as the firm’s positioning in the 
market and ability to derive a competitive advantage may be influenced by 
factors such as the organisation’s “unique history” or the path dependant 
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capabilities of the firm, that may make it costly or impossible to replicate 
(Barney, 1986; Barney & Clark, 2007). 
 
Additionally, in relation to IT systems, as Grover and Kohli (2013, p. 656) 
highlight, firms may appropriate value and achieve temporal advantages by 
developing ‘micro-applications’ comprising interoperable and reusable 
software components that allow the firm to develop and adapt digital 
capabilities on existing platforms such as smart phones or the internet. The 
authors provide a framework to assist organisations in assessing how system 
visibility (to the public including competitors) may affect the firm’s ability to 
appropriate value from the system (where systems comprise software, 
processes, and information). Additionally, Grover and Kohli (2013) offer two 
ways of managing system visibility: phasing (deploying modular components 
of the digital initiative through numerous planned releases), and design 
(whereby one or more parts of a system are made visible, while the hidden / 
protected module is the source of value to the firm) e.g. Netflix hides the 
algorithm behind Cinematch whilst making visible a user interface that 
captures customer ratings and inputs (Grover & Kohli, 2013). 
 
For many organisations, while digital technologies alone may not be a source 
of competitive advantage, digital assets and platforms act as a vehicle for the 
organisation to acquire rare and valuable resources (e.g. big data to which 
analytics can be applied to glean insight and make predictions), and allow the 
organisation to convert novel concepts and ideas into fruition, and create and 
capture value (e.g. by converting the physical experience to a digital 
experience, or through bundling complementary products or services by 
partnering with other organisations). Therefore, while digital technologies 
alone may not represent a source of competitive advantage, not utilising these 
technologies may lead to a competitive disadvantage, thereby threatening the 
survival of the firm, as competitors who consider the risks and opportunities 
presented by digital disruption may provide a better value proposition to 
consumers. This view is supported by the literature, which indicates that 
exploiting valuable resources, even when they are not rare, may support a 
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firm’s survival by providing competitive parity (Barney, 1991, pp. 106-107; 
Barney & Hoskisson, 1990, p. 196). 
 
Sometimes, it may be argued that entities intentionally and deliberately 
choose to be a “smart follower”, for instance, if the entity has a risk-averse 
culture (Price, Wrigley, Dreiling, & Bucolo, 2013). However, at other times, 
it is possible that firms may not necessarily intend and set out to achieve 
competitive parity. However, competitive parity may be the outcome an 
entity experiences for various reasons. For instance, the firm’s failure to 
adequately protect an advantage (e.g. through patents) may result in 
competitors imitating the firm’s resources and strategy, thereby leading to 
competitive parity. Alternatively, if the firm is unable to acquire or develop 
the necessary resources and capabilities to effectively execute its strategy, 
and in the process reveals its strategy and/or the key digital resources 
underpinning this strategy to competitors, it may be possible for competitors 
to imitate this strategy thereby leading to competitive parity. This highlights 
the interplay between the concept of ‘intended strategy’ and ‘emergent 
strategy’ whereby the intended strategy may not eventuate leading to the 
realised strategy reflecting the emergent strategy (Mintzberg, 1978, 1987). 
The next section explores the focus of the digital strategy. 
 
  
  
 288  
Meta-Theme 2: Focus of the Digital Strategy 
This meta-theme represents the high-level areas of focus for digital strategies. 
The data gathered provided strong evidence that digital strategies may focus 
on the customer experience, operations, or more holistically, the business 
model. 
 
Theme 4: Digital strategies may focus on the customer experience, 
operations, or more holistically, the business model 
This theme indicates that digital strategies may focus on the customer 
experience, operations, or more holistically, the business model. Data from 
both cases and the qualitative survey of practitioners from various 
backgrounds appear to support this theme. This finding is supported by a 
study conducted by the MIT Center for Digital Business and Capgemini 
Consulting (2011).  
 
Additionally, the literature indicates the imperative of understanding 
customer needs in the digital era and addressing these needs. For instance, 
Keen and Williams (2013, p. 646) argue that “digital business is marked by 
innovation through interface: to customers, partners, and suppliers”. In 
addition, as Price et al. (2014) claim, deeper customer insights are necessary 
to develop value propositions that are customer-led and meet customer needs 
in a digital world. 
 
The literature also supports the notion that digital strategies focus on 
operations. For instance, Bharadwaj et al. (2013) discuss the way in which 
digital strategies improve the speed of product launches, decision making 
(through big data and analytics), supply chain orchestration, and network 
formation and adaptation. Additionally, the MIT Center for Digital Business 
and Capgemini Consulting (2011) identified process digitisation, worker 
enablement, and performance management (operational transparency, and 
data-driven decision-making) as building blocks that contribute to digital 
transformation. Similarly, Bharadwaj et al. (2013) discuss how modular 
business process design, the componentisation of technology assets, and 
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exposing assets through APIs benefit business ecosystems. It may be argued 
that componentising and exposing technology assets through APIs may be an 
enabler for digital transformation. For instance, this may improve supply 
chain management through more efficient management of inventory levels 
and so forth, which may affect the speed to market of an entity’s products 
(Sambamurthy et al., 2003). 
 
The existing literature provides considerable evidence to suggest that digital 
strategies are evolving and transforming business models. For instance, 
according to Bharadwaj et al. (2013, p. 472), “… digital technologies are 
fundamentally reshaping traditional business strategy as modular, distributed, 
cross-functional and global business processes that enable work to be carried 
out across boundaries of time, distance and function… Digital platforms are 
enabling cross-boundary industry disruptions, and thus inducing new forms 
of business strategies”. Similarly, Pagani (2013, p. 617) states that “The 
multichannel digital revolution coupled with the development of interactive 
digital technology, virtualization, peer-to-peer networks, cloud computing, 
Internet of services, and other IT developments are changing the rules of the 
game in many industries through disruptions of business models”. Likewise, 
the MIT Center for Digital Business and Capgemini Consulting (2011) 
identify three building blocks that contribute to digitally-enabled business 
model transformation:  
1. Digitally-modified business (through product/service augmentation, 
transforming a physical experience to a virtual/digital experience, or 
digital wrappers), 
2. New digital business (through digital products or via reshaping 
organisational boundaries), and 
3. Digital globalisation (through enterprise integration, shared digital 
services etc.). 
 
Moreover, business models such as those of Airbnb and Uber are enabled by 
crowdsourcing and leveraging the ‘the long tail’ (Osterwalder & Pigneur, 
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2010), consumers are increasingly co-creating value with organisations in 
digital environments, and multi-sided digital platform providers (e.g. 
Facebook) seek to capture value through customer information, positive 
network effects, and crowdsourcing application development, giving rise to 
digitally-enabled business models (D’Cruz et al., 2015; Denegri-Knott, 2003; 
O'Reilly, 2007; Osterwalder & Pigneur, 2010; Sambamurthy et al., 2003). 
Bharadwaj et al. (2013) further discuss how firms may increasingly capture 
value through digitally-enabled multi-sided and multi-layered business 
models, and co-create value in a complex and dynamic network of firms. 
Additionally, the need for richer business models that interoperate and 
interconnect with those of other organisations within the dynamic ecosystem 
in which the firm operates such as suppliers and partners is also highlighted 
(Bharadwaj et al., 2013). 
 
It may be argued that these three broad areas of focus (customer experience, 
operations and business model) potentially overlap as shown in the Venn 
diagram in Figure 28. It may be argued that operations and customer 
experience intersect (indicated as “A” in the diagram) due to customers 
increasingly emerging as co-creators of value (D’Cruz et al., 2015; Denegri-
Knott, 2003; Sambamurthy et al., 2003) thereby actively participating in and 
shaping their experience with the firm. Additionally, customer experience and 
business model (indicated as “B” in the diagram) are thought to intersect as 
customers (and the customer experience) are the focus of several building 
blocks in the Business Model Canvas such as value propositions, channels, 
and customer relationships (Osterwalder & Pigneur, 2010), all of which are 
thought to shape the customer experience. Similarly, operations and business 
models are thought to intersect (indicated as “C” in the diagram) as the 
Business Model Canvas provides consideration to the key activities that a 
firm needs to undertake, and the key resources required to carry out these 
activities (Osterwalder & Pigneur, 2010), which subsequently translate into 
lower level operational/tactical considerations for the firm relating to the 
processes and resources (both systems and people) needed to complete work. 
However, there are elements of the business model such as a firm’s key 
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partnerships with other organisations and suppliers that are necessary to 
“make the business model work” (Osterwalder & Pigneur, 2010, p. 38) but do 
not necessarily improve operations or the customer experience. It may be 
argued that all three concepts intersect when business models are radically 
transformed by customers becoming an integral and integrated part of the 
firm’s value proposition (e.g. ‘prosumer’ business models). In this regard, 
while aspects of each of these constructs are distinct, these concepts are 
interrelated and overlap as discussed and shown in the diagram. 
 
Figure 28: The Three Interrelated Areas of Focus for Digital Strategies 
Operations Customer Experience
Business Model
A
 
 
 
The next section explores the positioning of digital strategies. 
 
5.4.2. The Positioning of Digital Strategy 
 
Meta-Theme 3: Scope of the Digital Strategy 
This meta-theme represents the scope of a digital strategy in terms of the 
extent of the organisational functions and strategies it impacts. It appears that 
the corporate and/or business strategies may be shaped by digital disruption. 
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A digital strategy is also thought to drive, evolve or transform the entity’s 
business model(s) through the use of digital assets and capabilities. It was 
found that digital strategy may also be a multi-layered construct that exists at 
different levels of an entity (for instance, a whole-of-government digital 
strategy that shapes a department’s business and digital strategies). 
 
Theme 5: The corporate and/or business strategies may be shaped by 
digital disruption 
The findings from the qualitative survey of mixed practitioners indicated that 
the corporate and/or business strategies may be shaped by digital disruption. 
It may be argued that corporate strategy determines the industry or 
ecosystem(s) in which the entity operates (Hax, 1990; Porter, 1987). In 
devising or refining a corporate strategy, the entity should consider the 
impact of digital disruption within the ecosystem(s) in which it chooses to 
operate, and determine the entity’s overall response to digital disruption in 
those ecosystem(s). This response, as discussed previously, may take one of 
three main forms:  
• Do nothing (which will most likely lead to a competitive disadvantage 
over time as competitors begin to offer more desirable value propositions 
to consumers facilitated by digitally enabled business models) 
• Become or continue to remain a digital leader within that ecosystem by 
striving to innovate and deploy a successive series of initiatives that will 
provide an advantage to the firm over the long term 
• Quickly follow / imitate competitors to achieve competitive parity 
 
In this regard, it may be argued that corporate strategy, amongst other things, 
should consider the entity’s overall response to digital disruption, which may 
influence the decision regarding which ecosystem(s) to operate within. For 
instance, Porter (1987) suggests that in developing corporate strategy, the 
entity should consider three tests:  
1. The attractiveness test (indicating whether a chosen industry is either 
attractive or can be made attractive structurally) 
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2. The cost of entry test (to consider the costs of entering the industry, which 
may erode profits when barriers to entry are high) 
3. The better-off test (to assess whether the new business unit can gain a 
competitive advantage as a result of being linked to the corporation, or if 
the existing business units in the corporation may gain a competitive 
advantage as a result of the corporate strategy being able to exploit 
synergies across the existing and new business units).  
 
In this regard, it may be argued that the attractiveness of an industry will be 
influenced by the impact of digital disruption on the industry. Industries that 
are significantly impacted by digital disruption may be characterised by a 
myriad of substitute products, hyper-competition (Grover & Kohli, 2013), 
and/or an expanding and evolving consumer choice space (Keen & Williams, 
2013) thereby shifting the balance of power from suppliers to consumers. 
These factors may reduce the attractiveness of an industry and entities that do 
not wish to compete aggressively may choose to avoid entering such an 
ecosystem. Therefore, as shown in Figure 29, corporate strategy should 
consider the entity’s overall response to digital disruption, while digital 
disruption shapes an entity’s corporate strategy. 
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Figure 29: Responding to digital disruption at the corporate and business levels 
 
 
It may be argued that the conventional notion of corporate strategy driving 
business strategy continues to remain applicable. Additionally, as Porter 
(1987) argues, “Successful corporate strategy must grow out of and reinforce 
competitive strategy”. In this regard, the current study holds that business 
strategy also informs the corporate strategy in turn as depicted in Figure 29. 
 
In developing a business strategy, it would appear necessary for the strategy 
to consider the way in which digital disruption may affect the business unit in 
achieving competitive advantage. Given that a business strategy is defined as 
“a firm’s contingent plan as to the business model it will use” (Casadesus-
Masanell & Ricart, 2010, p. 204), business strategy thus reflects a response to 
digital disruption. For instance, the entry of a new competitor and/or the 
introduction of a substitute product may prompt the business to restructure or 
evolve its existing business model (e.g. consider how Blockbuster video 
changed its business model in an attempt to compete or survive when Netflix 
entered the market). This necessarily implies that business strategy needs to 
consider the changes brought about by digital disruption in a specific 
ecosystem and the broader economy and environment in order to survive or 
viably compete. In this regard, as Figure 29 shows, it may be argued that 
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business strategy should consider the business unit’s response to digital 
disruption and in turn, digital disruption shapes the entity’s business strategy. 
 
As corporate strategy determines the industry or ecosystem(s) an entity 
operates within, it should consider the entity’s overall response to digital 
disruption (i.e. do nothing, be a digital leader, or a quick follower) 
particularly as digital disruption may influence an entity’s decision regarding 
within which markets to compete. For instance, an industry or ecosystem may 
be less attractive to an entity if it is significantly impacted by digital 
disruption resulting in a hypercompetitive environment that is potentially 
characterised by substitute products and an expanding and evolving consumer 
choice space.  
 
It is further argued that business strategy should also consider the changes 
brought about by digital disruption in order to survive or compete viably in a 
digital world by choosing appropriate business model(s). In this regard, it is 
held that the corporate and/or business strategies may be shaped by digital 
disruption. Additionally, the concept of digital strategy is distinguished from 
business strategy. The next theme holds that a digital strategy drives, evolves 
or transforms the business model(s) through digital assets and capabilities. 
 
Theme 6: A digital strategy drives, evolves or transforms the business 
model(s) through digital assets and capabilities 
A digital strategy is thought to drive, evolve or transform the business 
model(s) through digital assets and capabilities. This theme was evident in 
both case organisations as well as being identified from the qualitative survey 
of various industry practitioners. Additionally, as Osterwalder and Pigneur 
(2010, p. 270) claim, “[business] strategy drives the business model” as 
depicted in Figure 30. For instance, a business objective to grow the business 
by 10% by expanding into new markets should be reflected in the chosen 
business model for instance, in relation to new channels, and/or customer 
segments and/or key activities (Osterwalder & Pigneur, 2010). It may also be 
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argued that a business model underpins a business strategy as shown in 
Figure 30 because the chosen business model defines the “logic of the firm” 
(Casadesus-Masanell & Ricart, 2010, p. 196) and the way in which it will 
operate to survive or compete. 
 
Figure 30: Positioning of digital strategy
 
Additionally, it may be argued that the business strategy drives and informs 
the digital strategy. It is believed that the business strategy sets business 
objectives articulated by participant 2, whilst the digital strategy is informed 
by the business strategy (i.e. business objectives) and driven by a need to 
enable business models that will fulfil these business objectives (Refer to 
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Figure 30). In addition, a digital strategy is shaped by an entity’s corporate 
strategy as discussed in the previous theme. Additionally, a digital strategy is 
also shaped by digital disruption as shown in Figure 30. 
 
An alternative way of conceptualising digital strategy and its relationship to 
conventional strategy may be to apply the concept of ‘the onion model’ to 
understand the different layers of the onion, in this case, strategy (Clark & 
Latshaw, 2012). Digital strategy can be perceived as a layer of an onion that 
may contain at its core, layers of the corporate and/or business strategy (Refer 
to Figure 31). In this regard, the digital strategy is positioned at a level above 
functional strategies, and drives, evolves or transforms the logic of the 
organisation, while also being shaped and informed by the entity’s business 
objectives. 
 
Figure 31: Conceptualising Digital Strategy using the Onion Model 
 
 
 
The next theme holds that digital strategy may be a multi-layered construct. 
 
Theme 7: Digital strategy may be a multi-layered construct 
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Based on the data gathered at case organisation 1, it appears that digital 
strategy may be a multi-layered construct. As discussed previously, the 
whole-of-government digital strategy appeared to shape the department’s 
business and digital strategies. This may be conceptualised using the onion 
model whereby the whole-of-government digital strategy at the core shapes 
the department’s business strategy, which in turn shapes the department’s 
digital strategy as shown in Figure 32. This same principal may be extended 
to corporations where an entity may have adopted a digital strategy at the 
corporate level, which then shapes the digital strategy developed within each 
of their business units. 
 
Figure 32: Conceptualising a Multi-layered Digital Strategy using the Onion 
Model 
 
 
Based on the previous themes examined, and the understanding of digital 
strategy uncovered in this study, the following proposition may be derived 
and will need to be tested in subsequent studies: 
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Digitally mature organisations may be conceptualised as comprising 
pervasive digital strategies embedded in various organisational functions. 
 
This is illustrated in Figure 33. From previous themes it was evident that 
digital strategy may be a component of conventional functional strategies 
such as IT strategy or a marketing strategy. Therefore, it appears logical to 
hypothesise that digitally mature organisations will consider ‘digital’ in most 
or all strategies and functions of the organisation and the activities that staff 
undertake. 
 
Figure 33: Conceptualising a Pervasive and Embedded Digital Strategy using 
the Onion Model 
 
 
 
Additionally, in case organisation 1, it was found that the department’s digital 
strategy has the potential to disrupt the existing business model and strategies 
of intermediary firms. This highlights the potential need for entities within a 
dynamic ecosystem to co-create strategy and understand the impact that 
changes to a partner’s business model and strategy may have on the firm.  
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Therefore, it is evident that in a digital world, there is an increasing need for 
entities to co-create strategy not merely with their customers but also with 
intermediaries, partners, suppliers and other entities within the dynamic 
ecosystem. 
 
The next meta-theme explores the relationship between digital strategy and 
conventional strategies. 
 
Meta-Theme 4: Relationship between Digital Strategy and Conventional 
Strategy 
 
This meta-theme represents the relationship between digital strategy and 
existing business and conventional strategies. It appears that a digital strategy 
may be a distinct strategy or a component of conventional strategies such as 
IT strategy or a marketing strategy. It is also evident that the intended digital 
transformation requires a supporting business and cultural transformation, 
which may or may not form a component of the digital strategy. Additionally, 
it was found that digital strategies should be supported by conventional 
strategies. 
 
Theme 8: A digital strategy may be a distinct strategy or a component of 
conventional strategies 
The data gathered through the case study approach and a qualitative survey of 
mixed practitioners indicates that a digital strategy may be a distinct strategy 
or a component of conventional strategies. For instance, ‘multi-channel 
digital strategies’ (Straker et al., 2015) may be more marketing-oriented and 
potentially form a component of a firm’s marketing strategy whereas the 
digital strategies of both the case organisations examined were distinct 
strategies. 
 
 
Theme 9: The intended digital transformation requires a supporting 
business and cultural transformation, which may or may not form a 
component of the digital strategy 
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This theme was evident particularly in both case organisations that were 
explored where there was an emphasis on achieving a business and cultural 
transformation that aligns with and supports the entity’s digital vision and 
objectives. This is supported by industry literature which indicates that 
entities should actively seek to develop a digital culture in order to enhance 
digital maturity (MIT Center for Digital Business and Capgemini Consulting, 
2011). The next theme indicates that a digital strategy should be supported by 
conventional strategy. 
 
Theme 10: A digital strategy should be supported by conventional 
strategies 
This theme maintains that a digital strategy should be supported by 
conventional strategies and it was particularly evident in the qualitative 
survey of various industry practitioners from different backgrounds. This 
notion is supported by the literature. For instance, as Yoo, Henfridsson, and 
Lyytinen (2010) state: 
 “… IS scholars need to question and complement their 
received models of aligning IT to business strategy, 
identifying core IT resources, and managing IT as a 
standardized commodity. Instead, IS scholars must imagine 
new digital strategy frameworks that identify new sources of 
value-creation such as generativity, heterogeneity, creating 
digital product platforms and meaning-making capability. We 
need new strategy framework that are aimed at deliberately 
harnessing unique capabilities of digital technology that are 
embedded into products to gain competitive advantage.” 
 
5.4.3. The Process of Developing Digital Strategy 
 
Meta-Theme 5: Components of the Approach 
This meta-theme comprises the various components or elements of the digital 
strategy development process. The digital strategy development process may 
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combine a traditional approach to strategy development with elements of 
design thinking. The study indicates that the process of developing digital 
strategies may include research, stakeholder analysis and situational analysis. 
Empathising with internal and/or external clients to gain deep customer 
insights appear to be a crucial element of the digital strategy derivation 
process. Additionally, the process of developing digital strategies includes 
defining the goals and objectives for the digital strategy, ideating options and 
solutions to address identified goals and objectives, and evaluating options 
(which may encompass prototyping and testing options and concepts with 
stakeholders). The next theme maintains that the digital strategy development 
process may combine a traditional approach to strategy development with 
design thinking. 
 
Theme 11: The digital strategy development process may combine a 
traditional approach to strategy development with design thinking 
The study’s findings indicate that the digital strategy development process 
may combine a traditional approach to strategy development with elements of 
design thinking. Similarly, the literature indicates the potential for design 
thinking to be applied in business model innovation and strategy development 
generally, and to some extent, in the digital strategy development process (T. 
Brown, 2008; Bucolo & Wrigley, 2013, 2014; Bucolo et al., 2012; Doherty et 
al., 2014; Price, Wrigley, Bucolo, & Dreiling, 2013; Price et al., 2014; 
Verganti, 2008; Wrigley, 2013). Existing research indicates an attempt to 
apply the design-led innovation framework (underpinned by design thinking) 
in the digital strategy development process (Price et al., 2014). The current 
study has proposed an adapted design-led innovation framework for use in 
the digital strategy development process and has demonstrated its 
applicability and relevance by retrospectively, conceptually mapping the 
approach employed by case organisations 1 and 2 to the adapted framework. 
Additionally, an entity in developing its digital strategy, may choose to 
prototype potential changes to its business model, for instance, using a tool 
such as the business model canvas to better conceptualise changes and their 
impact on other related building blocks (Osterwalder & Pigneur, 2010). The 
business model canvas may be combined with a SWOT analysis as discussed 
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in the literature review in Chapter 2 to combine business model analysis with 
strategy analysis to develop competitive strategy. The theme indicates that 
digital strategy development may encompass research, situational analysis 
and stakeholder analysis. 
 
Theme 12: The process of developing digital strategies may include 
research, stakeholder analysis and situational analysis 
Findings from the qualitative survey of mixed practitioners and case 
organisation 2 indicates that the digital strategy development process may 
include elements of a traditional strategy development approach such as 
research, stakeholder analysis and situational analysis. The literature explored 
in chapter 2 in relation to strategy development in a business context appears 
to support this view. For instance, situational analysis involves assessing 
opportunities, threats, strengths and weaknesses and identifying ways to 
exploit opportunities and minimise threats. Various models and frameworks 
explored in the literature review may be relevant in this process, for instance, 
the five forces provides a way to analyse the external environment whereas 
value chain analysis offers a way to analyse the internal environment of the 
firm and the resource-based view of the firm appears to integrate the internal 
and external perspectives. 
 
It is important to note that an IT strategy may tend to only respond to system 
needs generated by an entity’s business strategy, for instance, as implied by 
the Strategic Alignment Model (Henderson & Venkatraman, 1993). In 
contrast, a business strategy may entail stakeholder and situational analysis 
potentially without the expertise to explore digital strategies to support 
organisational outcomes. Perhaps the development of digital strategies may 
address this gap whereby opportunities and threats resulting from recent 
technological advances and the consequent social and economic changes may 
be considered and addressed. The next theme indicates that the digital 
strategy development process includes empathising with the client. 
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Theme 13: The process of developing digital strategies may include 
empathising with the client (external and/or internal) to gain deep 
customer insights 
The need to empathise with clients (internal and/or external to the 
organisation) was a strong theme that emerged from both the qualitative 
survey of industry practitioners and the case studies. Similarly, existing 
literature exploring the use of design-led innovation in the digital strategy 
development process indicates that it is important for an entity to enhance its 
engagement with customers and acquire deep customer insights (Bucolo et 
al., 2012; Price, Wrigley, Bucolo, et al., 2013; Price, Wrigley, Dreiling, et al., 
2013). 
 
Nonetheless, it must be noted that authors such as Verganti (2008, p. 452) 
claim that radical innovation is not achieved by attempting to address 
customer needs and requirements as customers “are immersed in a 
sociocultural context that leads them to interpretations that are in line with 
what is happening today”. Instead, it is argued that design-driven innovation 
is based on obtaining a deeper understanding of the wider society, culture and 
technological changes to engage in radical product innovation to create new 
meanings that influence the future sociocultural landscape (Bucolo & 
Wrigley, 2013; Verganti, 2008). However, the design-led innovation 
framework, while often beginning with customer observations, champions the 
technique of reframing to identify latent needs and elicit new meaning from 
observations (Bucolo et al., 2012). The next theme holds that the process of 
developing digital strategies includes defining the goals and objectives for the 
digital strategy. 
 
Theme 14: The process of developing digital strategies includes defining 
the goals and objectives for the digital strategy 
The need to define goals and objectives for the digital strategy during the 
digital strategy development process was another strong theme that was 
identified from both case organisations and evident in the findings of the 
qualitative survey. It may be argued that when applying the design-led 
innovation framework in the context of developing digital strategies, 
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observations that are reframed to discover new insights lead to the 
identification of business opportunities that may be tested with stakeholders 
and inform the goals and objectives for the digital strategy (Price, Wrigley, 
Dreiling, et al., 2013). 
 
According to Rosemann (2012, p. 2), “possible drivers for innovation can be 
classified into three categories, problems, constraints and opportunities”. 
While it is argued that problem-driven innovation often does not result in the 
creation of new business models and tend to be transactional innovations at 
an operational or tactical level (Rosemann, 2012), “opportunity-driven is in 
comparison with problem-driven or constraint-driven innovation, the type of 
innovation with the highest potential for disruption” (Rosemann, 2012, p. 4). 
As a result, given that digital strategies drive, evolve or transform business 
model(s), it is argued that digital strategies may often be driven by 
opportunity-driven innovation, where an entity is capable of appropriating 
value through digital affordances. The next theme indicates that the digital 
strategy development process includes ideating solutions or options to 
address identified goals and objectives.  
 
Theme 15: The process of developing digital strategies includes ideating 
solutions to address identified goals and objectives 
The need to ideate solutions or options to address goals and objectives is a 
theme that was evident across both the case study approach and the 
qualitative survey. There is some evidence in the existing literature to 
indicate that the process of developing digital strategies involves ideating 
options or solutions to address identified opportunities in a collaborative 
manner (Price et al., 2014). In the context of evolving or transforming 
business models, this view is supported by Osterwalder and Pigneur (2010, p. 
136) who claim that “What’s needed [to generate novel and innovative 
business models] is a creative process for generating a large number of 
business model ideas and successfully isolating the best ones. This process is 
called ideation”. Additionally, the strategic management process as 
previously explored in the literature review, has traditionally involved 
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identifying strengths, weaknesses, opportunities and threats and determining 
ways to exploit opportunities and address threats in the process of devising 
business strategies. The next theme indicates that evaluating options is a 
component of the digital strategy development process. 
 
Theme 16: The process of developing digital strategies includes evaluating 
options, which may encompass prototyping and testing options and 
concepts 
The need to evaluate options or potential solutions was identified as a theme 
from both the qualitative survey of mixed industry practitioners as well as 
case organisation 2. The theme was not as evident in case organisation 1, as 
much of the department’s strategy is defined by the broader whole-of-
government digital strategy, which was not examined as part of case 1.  
 
The literature indicates that an entity, in developing its digital strategy, may 
choose to prototype and test potential changes to its business model with 
stakeholders, for instance, using a tool such as the business model canvas 
(Osterwalder & Pigneur, 2010). According to Johnson et al. (2013, p. 76): 
“This form of experimentation provides stakeholders within a 
company a framework that can stimulate conversation, 
exploration and divergence from commonly held assumptions 
and logics… [and] foster business model evolution, in search 
of an innovative, reactive and anticipatory response to 
changing market conditions and environments”.  
 
Alternatively, the entity may choose to produce other artefacts or prototypes 
depending on the focus of the digital strategy and what it aims to achieve. 
Nonetheless, it must be noted that there was limited evidence from the data 
that entities were prototyping and testing options and concepts during digital 
strategy development. Therefore, the extent to which an organisation may 
choose to prototype and test solutions and concepts may depend on numerous 
factors such as the nature of the solutions considered (whether it is a novel, 
high-risk option, or a tried and tested solution) and the culture of the 
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organisation e.g. a risk-averse, core-business mindset may stifle innovation 
(Price, Wrigley, Dreiling, et al., 2013). The next theme indicates the design-
led innovation framework may be adapted for use in formulating digital 
strategies as demonstrated in this study. 
 
Theme 17: The design-led innovation framework may be adapted for use in 
developing digital strategies 
This study proposed an adapted design-led innovation framework that may be 
useful in the digital strategy development process. Subsequently, it 
retrospectively, conceptually mapped the approach to digital strategy 
development adopted by case organisations 1 and 2 to demonstrate the 
applicability and relevance of the adapted framework in the digital strategy 
development context.  
 
The use of the design-led innovation model in the digital strategy 
development process appears to imply an innovative and iterative approach to 
digital strategy formulation (Price, Wrigley, Dreiling, et al., 2013; Price et al., 
2014). Additionally, according to Johnson et al. (2013), the existing literature 
appears to indicate that “business model experimentation through prototyping 
has the ability to broaden perspectives beyond that of current logic, and is a 
means to discovering dormant opportunities”. Therefore, given digital 
strategies drive, evolve or transform business models, it may be argued that 
digital strategy development may also be an experimental process. The next 
meta-theme explores the characteristics of the process of developing digital 
strategies. 
 
Meta-Theme 6: Characteristics of the Approach 
 
This meta-theme discusses the characteristics of the process of developing 
digital strategies. Digital strategy development appears to be iterative and 
experimental and often entails collaboration and co-design of the strategy. 
 
Theme 18: Digital strategy development may be iterative and 
experimental, and may entail collaboration and co-design of strategy 
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The highly collaborative nature of the digital strategy development process 
was evident from findings arising from both the qualitative survey of various 
industry practitioners and the case study. To a lesser degree, it was also 
evident that the digital strategy development process was iterative. The 
design-led innovation framework promotes observing and empathising with 
customers. Entities,  however, may additionally collaborate and co-design 
digital strategies with other entities in their existing ecosystem such as 
suppliers and partners to develop digitally-enabled business models that 
seamlessly integrate with the business models of other entities (e.g. partners) 
within the ecosystem (Bharadwaj et al. (2013); Price et al., 2014) thereby 
exploiting synergies between the entity’s business model(s) and the business 
model(s) of other entities within the ecosystem in which the firm operates. 
For instance, Price, Wrigley, Dreiling, et al. (2013) examine the way in which 
an Australian airport co-explored and co-designed the passenger experience 
with a retail partner operating at the airport. It is highlighted that the digital 
economy has provided opportunities for airports to improve revenue by 
diversifying and supplementing their traditional revenue streams with non-
aeronautical revenue streams enabled by a deeper understanding of, and 
empathy for, customers and the development of stronger relationships with 
passengers (Price et al., 2014). Perhaps there may be opportunities for 
airports to monetise the customer data gathered and insights developed whilst 
simultaneously improving the customer experience (e.g. special retail product 
offers can be provided to customers based on geo-location and other customer 
data that may be available to the airport such as gender and age, which may 
allow the airport to receive a commission from the retail store for each offer 
that is availed). Additionally, the design thinking process that may be 
employed to develop digital strategies is underpinned by collaboration 
(Hawryszkiewycz, 2014). 
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5.5 OTHER INTERESTING FINDINGS 
Various notions of the term ‘digital’ were implied or explicitly identified from the 
data gathered and these conceptions have been summarised in Figure 34 below. 
These conceptions may be investigated further in a future study and may provide a 
common understanding of ‘digital’ and ‘digital strategies’ and provide a more robust 
foundation for future academic research on the phenomenon as well as enhancing 
digital strategy derivation in industry. 
 
 
Figure 34: Various Conceptions of Digital Identified from the Data Gathered 
 
 
 
 
The following conceptions of ‘digital’ were identified from the qualitative survey of 
various industry practitioners from diverse backgrounds: 
• Digital is a collation of ‘megatrends’ – technological megatrends which result in 
social and economic changes (as explored previously in this data analysis 
chapter). This is consistent with the view of firms developing digital strategies to 
respond to digital disruption. 
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• Digital is a new style of business that reflects how customers wish to transact and 
interact with the firm. This is consistent with the literature as customers 
increasingly define what is value and the preferred channels of interaction (Keen 
& Williams, 2013) 
• Digital is an interface with the customer. This view is consistent with the view 
that digital strategies may focus on enhancing the customer experience and 
channels of engagement with the customer. 
 
In case organisation 1, a participant perceived ‘digital’ as equating to online services. 
Figure 34 shows a connecting line between this view and the concept of 
technological megatrends as a subset of these megatrends may relate to online 
services whereas some elements may not e.g. data analytics capability. 
 
5.6 CONCLUSION 
This chapter considered the data gathered from the qualitative survey and the two 
case organisations using concepts derived from the literature.  The analysis of the 
literature and the data provided a set of three conceptual constructs, six meta-themes 
and eighteen themes. The next chapter will summarise the findings, consider the 
limitations of the research, outline the research and industry contributions and 
suggest ideas for future research.
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Chapter 6: Conclusion 
“Conclusion suggests an ending… I see no conclusions here, but rather 
openings” 
Glesne (as cited in Liamputtong, 2009, p. 331) 
 
6.1 SUMMARY OF FINDINGS 
Recent technological advances and the consequent social and economic changes have 
disrupted the way organisations operate, compete, engage and/or collaborate with clients and 
other stakeholders within their ecosystems, and generate and/or appropriate value. To operate 
effectively and survive or actively compete, there is a need for organisations to adopt 
innovative business models and dynamic strategies, and explore new ways of conceptualising 
and approaching strategy derivation in a digital world. This study has explored perceptions of 
the phenomenon of digital strategies and the process of digital strategy development. A 
literature review was conducted exploring the concepts of digital, business strategy, 
information technology strategy, digital strategy, and design thinking. This process revealed a 
number of research gaps including the lack of a clear, comprehensive and common 
understanding of the construct of digital strategy, its purpose and positioning within 
organisations and the way in which it may be developed, which was the focus of this study.  
 
The objectives of this study were to address the following research questions: 
Research Question 1: What is a digital strategy? 
 
1. What is the purpose of a digital strategy? 
2. What is the positioning of a digital strategy within an organisation? 
 
Research Question 2: How is a digital strategy developed? 
 
1. How do organisations develop digital strategies? 
2. What is the role of design thinking in the digital strategy development process? 
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By providing a comprehensive understanding of digital strategies as well as a framework for 
digital strategy derivation underpinned by design thinking and design-led innovation, this 
study provides a robust foundation to aid further academic research on the phenomenon and 
digital strategy derivation in industry.  
 
The study employed a multi-method research approach comprising a qualitative survey and a 
case study. The qualitative survey involved six semi-structured interviews with industry 
practitioners from various backgrounds, allowing a range of conceptions on the phenomenon 
to be elicited. In contrast, the two case studies comprised four semi-structured interviews 
with five participants from two different government departments within Australia. An 
analysis of the draft digital strategy document from case organisation 2 provided greater 
insight into the phenomenon and contextual information to allow findings to be interpreted 
within the specific context. All interview recordings were transcribed and NVivo, a 
qualitative software analysis tool, was used to analyse all transcribed interviews and the 
digital strategy document that was obtained, by employing descriptive and In Vivo coding.  
 
The multi-method approach cumulatively led to the derivation of a final set of 18 themes, 
which were categorised into one of six meta-themes relating to one of three theoretical 
constructs. Table 9 summarises these findings and outlines the way in which the current study 
has addressed the above research questions. For a more detailed discussion of the study’s 
findings, refer to the previous chapter. 
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Table 9: The Study’s Findings Mapped to Research Questions and Sub-Questions 
Research Question Sub-question Theoretical 
Construct 
Findings 
What is a digital 
strategy? 
What is the purpose 
of a digital strategy? 
 
Purpose • To allow organisations to compete and/or survive in a digital 
world 
• To maximise the use of available digital assets to achieve 
business objectives 
• To respond to digital disruption characterised by recent 
technological megatrends and the consequent social and 
economic changes 
• Digital strategies may focus on enhancing the customer 
experience, operations, or more holistically transforming the 
business model  
 
 What is the 
positioning of a 
digital strategy 
within an 
organisation? 
 
Positioning • A digital strategy drives, evolves or transforms the business 
model(s) through digital assets and capabilities 
• Digital strategy may be a multi-layered construct 
• A digital strategy may be a distinct strategy or a component of 
conventional strategies 
• The intended digital transformation requires a supporting 
business and cultural transformation, which may or may not 
form a component of the digital strategy 
• A digital strategy should be supported by conventional 
strategies 
• The corporate and/or business strategies may be shaped by 
digital disruption 
How is a digital 
strategy developed? 
How do 
organisations 
develop digital 
strategies? 
 
Process • The digital strategy development process may combine a 
traditional approach to strategy develop with design thinking 
• The process of developing digital strategies may include 
research, stakeholder analysis and situational analysis 
• The process of developing digital strategies may include 
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Research Question Sub-question Theoretical 
Construct 
Findings 
 What is the role of 
design thinking in the 
digital strategy 
development 
process? 
empathising with the client (external and/or internal) to gain 
deep customer insights 
• The process of developing digital strategies includes defining the 
goals and objectives for the digital strategy 
• The process of developing digital strategies includes ideating 
solutions to address identified goals and objectives 
• The process of developing digital strategies includes evaluating 
options, which may encompass prototyping and testing options 
and concepts 
• The design-led innovation framework may be adapted for use in 
developing digital strategies 
• Digital strategy development may be iterative and experimental, 
and may entail collaboration and co-design of strategy 
 
Note: The findings in regards to the two sub-questions for the 
second research question have been merged here to show that 
a traditional strategy development process shares many 
similarities with elements of design thinking when applied to 
strategy development and cannot be separated. Often, elements 
of design thinking (such as empathy, collaboration, iteration 
and experimentation) appear to be fused with a traditional 
strategy development process in formulating digital strategies. 
 
The findings of this study have implications for both industry practitioners and academia, which are discussed below. 
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6.2 CONTRIBUTION TO INDUSTRY 
Digital advances have profound social, economic and organisational implications. 
The affordances of digital technologies have brought about changes in customer 
behaviour and interactions and have led to ever-changing and growing consumer 
expectations. Further, technological advancements have lowered barriers to market 
entry and increased the threat of substitute products. A changing and growing set of 
options and product choices increasingly empowers the consumer as increasingly 
customers define ‘value’, and this notion of value is dynamic and continually 
changing. Increased competition in many industries, a greater threat of substitute 
products and a continually evolving notion of ‘value’ is disrupting the business 
models of numerous organisations as the conventional value propositions offered by 
firms may be less likely to meet customer needs relative to competitors and new 
entrants in a digital world.  
 
Digital strategies represent an entity’s response to digital disruption. Yet, there is 
currently limited academic literature to provide a comprehensive understanding of 
digital strategies or guide practitioners in digital strategy derivation, which is a gap 
that the current study aimed to address. This research provides practitioners a clear 
understanding of the purpose and the positioning of digital strategies within 
organisations, and proposes a useful framework for developing digital strategies. 
Based on the study’s findings, it appears that organisations formulate digital 
strategies to maximise and exploit the use of available digital assets and capabilities 
to achieve business objectives, or to respond to digital disruption. Digital disruption 
appears to be brought about by recent technological advances, and the consequent 
social and economic changes. The study positions digital strategies as organisations’ 
response to digital disruption by driving, evolving or transforming the business 
model underpinning the business strategy. This implies the need for functional 
strategies to support the digital strategy. Additionally, the digital strategy is shaped 
by the corporate strategy and informed by the goals and objectives of the business 
strategy. This study further untangles the challenges of conceptualising multiple 
levels of digital strategy by applying the onion model. An improved understanding of 
the positioning of digital strategies and the interplay between digital strategy and 
existing conventional strategies provided by this study is expected to assist industry 
  
Reference List 316 
practitioners in devising effective digital strategies that are informed by the business 
and corporate strategies and supported by existing functional strategies. Additionally, 
this foundational understanding of the purpose and positioning of digital strategies 
allows organisations to establish sound digital governance and explore ways to 
improve their digital maturity relative to competitors to better compete or survive in 
a digital world. Given the broad view of ‘digital’ that emerged from this study, as a 
phenomenon that encompasses technological advances as well as the consequent 
social and economic changes, it could be argued that ‘digital maturity’ should not 
merely be a measure of the breath and extent to which entities adopt digital 
technologies. Rather, broader measures may be required to assess digital maturity, 
for instance, that consider the extent to which an entity’s digitally-enabled value 
proposition may meet customer needs relative to competitors at a given time. 
 
Further, the findings from this study prompt organisations to consider different ways 
of evolving or transforming their business model by exploiting digital assets and 
capabilities. For instance, entities may use tools such as the Business Model Canvas 
to better conceptualise, and evolve or transform their business model, coupled with 
traditional techniques such as a strengths, weaknesses opportunities and threats 
(SWOT) analysis to identify opportunities to innovate or enhance their business 
model to achieve intended objectives (Osterwalder & Pigneur, 2010). Additionally, 
the study proposes an adapted design-led innovation framework to assist 
organisations in the digital strategy development process. The digital strategy 
formulation process is thought to combine elements of design thinking with a 
traditional approach to strategy development. In the context of deriving digital 
strategies, organisations may apply the design-led innovation framework more 
broadly and loosely, perhaps to capture observations that do not directly emerge from 
the customer such as through customer observations or interviews. This may include 
broad observations relating to technological trends, competition, and the broader 
environment in which an entity operates. Such observations may then undergo the 
process of being re-framed to generate new meanings and be married with the deep 
customer insights derived. This could act as input into the process of ideating 
potential strategic initiatives relating to multiple time horizons that may be included 
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in an entity’s digital strategy. The next section explores the study’s contribution to 
academia. 
 
6.3 CONTRIBUTION TO ACADEMIA 
This is the first known empirical study that has sought to explore, qualitatively, the 
purpose and positioning of digital strategies in organisations. This exploratory and 
descriptive study provides a clear and comprehensive understanding of digital 
strategies, which offers a robust foundation for future research on the phenomenon, 
and strategy development more broadly. It integrates the key theories, frameworks, 
models relating to strategy development from the business and information systems 
disciplines, and explores how design-led innovation may be applied in the context of 
digital strategy development. It further proposes an adapted design-led framework 
that may be used as a conceptual model for subsequent research on the digital 
strategy development process. Furthermore, the role and positioning of digital 
strategies was clearly described in that digital strategies necessarily drive, evolve or 
transform the business model(s) and may be a multi-level or multi-layered construct. 
 
The current study positions digital strategy as a distinct construct from the business 
and IT strategies, and demonstrates that conventional frameworks and models for 
strategy development from the business management and information systems 
disciplines may be inadequate for entities to effectively compete and/or survive in a 
digital world. The contribution of this study to academia is two-fold. Firstly, it 
highlights the need for greater research into the phenomenon of digital strategy to 
better understand the ways in which organisations can more effectively operate 
and/or compete in a world characterised by digital disruption. It prompts academics 
to draw on relevant theories and frameworks from various reference disciplines (e.g. 
innovative design) to propose frameworks and models to facilitate digital strategy 
derivation. Secondly, it calls for scholars to re-examine and re-conceptualise 
conventional frameworks and models for strategy derivation in the business and 
information systems disciples within a digital context. 
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Preliminary findings from this study have been accepted within the academic 
community and published by the Australasian Conference on Information Systems 
2015. The study’s findings provide new opportunities for further academic research 
on the phenomenon of digital strategy and related constructs as detailed in the next 
section. 
 
6.4 FUTURE RESEARCH 
This study provides various opportunities for future research in relation to digital 
strategies and more broadly, strategy development in organisational contexts. These 
are briefly discussed below. 
 
1. Future research may be undertaken to explore the way in which entities may co-
create digital strategies with other entities in their dynamic ecosystem including 
partners, suppliers, intermediaries and potentially competitors. This presents 
challenges to the entity, for instance, the entity may need to reveal certain aspects 
of the strategy to facilitate co-creation but conceal other aspects that provide 
competitive advantage until the strategy is effectively implemented. Subsequent 
research may be undertaken to explore how this may be effectively managed. 
2. Future research may be undertaken to apply the adapted design-led innovation 
framework during the digital strategy development process to validate its 
applicability. The current study has retrospectively, conceptually mapped the 
digital strategy development process employed by two government departments 
to the adapted design-led innovation framework to explore the applicability of the 
framework in the digital strategy development process. Future research could 
explore the applicability of the design-led innovation framework in the digital 
strategy derivation process by employing the framework during the digital 
strategy development process to guide strategy development. Additionally, the 
applicability of the framework in the digital strategy derivation process in 
different contexts (e.g. private sector organisations or not-for-profit 
organisations) should be explored. Confirmatory research will be required to 
validate the adapted design-led innovation framework proposed in this study to 
aid the digital strategy development process. Moreover, while the design-led 
  
Reference List 319 
innovation framework indicates that the subtle, latent needs of customers may be 
identified through reframing observations, it is unclear how observations may be 
effectively reframed into new meaning. How can the lived experience of current 
and/or future customers be better understood to elicit deeper insights regarding 
future client needs from the perspective of developing digital strategies? 
Additional research may be undertaken in this area. 
3. The three horizons model explored in the literature review (Chapter 2) indicated 
that entities should invest in IT initiatives across different time horizons. 
Similarly, it may be argued that an organisation’s digital investments should also 
relate to different time horizons. The design driven innovation framework claims 
that radical new meanings that shape the future socio-cultural landscape may be 
created through a combination of design driven innovation and technology push 
innovation (Verganti, 2008). It is argued that this process of technology 
epiphanies may be aided by interacting with other actors who are also seeking 
future meanings, knowledge of which is diffused in a firm’s external 
environment (Verganti, 2008). Although from a practical perspective, it is 
unclear how a firm may identify these actors or the emergence of ideas within the 
present environment that may shape the future. Future studies may explore these 
research gaps. 
4. Future research may explore enablers of digital transformation, the process of 
establishing effective digital governance, or the concept of digital maturity with a 
view to develop a digital maturity model. Subsequent studies may also explore 
the digital strategy implementation process. 
5. Future research may explore how the various logics and theoretical perspectives 
of strategy explored in the literature review in Chapter 2 may be effectively 
integrated to ensure effective digital strategy development. As an example: How 
can a Ricardian perspective based on exploiting resources to generate and 
appropriate value be effectively combined with a Schumpeterian perspective 
which seeks to enhance value through superior adaptation? How can a firm adopt 
the logic of leverage as well as the logic of opportunism to exploit its available 
digital assets whilst simultaneously seizing opportunities as they arise to obtain a 
competitive edge? This highlights the interplay between intended and emergent 
strategy and the tension between alternate views that emerged from the findings 
of this study: digital strategy as a response to digital disruption vs. digital strategy 
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as a way to maximise the use of available digital assets to achieve business 
objectives. Are these competing perspectives or can they co-exist and if so, how? 
6. Future research may seek to explore the applicability of the findings from this 
study to strategy development in other contexts such as in developing a business 
strategy or other conventional functional strategies within an organisation. How 
does digital strategy affect the role of conventional strategies that may exist 
within organisations? How can the study’s findings in relation to the digital 
strategy development process (e.g. that it is a collaborative and iterative process) 
be applied in the development of conventional strategies to ensure more effective 
strategy derivation? Additionally, this study has found digital strategies to be a 
multi-level / multi-layered construct that may shape strategies at various vertical 
levels of an entity. Similarly, this study has found that digital strategy may also 
be component of conventional strategies horizontally across an organisation (e.g. 
an IT strategy or a marketing strategy). Perhaps this indicates that digitally 
mature organisations consider and embed digital assets and capabilities in most 
or all functions, which have implications for conventional strategy derivation 
(note that limited research currently exists on the concept of digital maturity and 
this proposition will need to be confirmed through additional research). 
Therefore, future interdisciplinary research by multidisciplinary teams may 
explore how conventional strategies may exploit digital assets to achieve 
objectives and how alignment between the various strategies could be continually 
enhanced and managed given the increasingly dynamic environment in which 
entities operate. 
 
6.5 PUBLICATIONS FROM THIS STUDY 
D’Cruz, M., Timbrell, G., & Watson, J. (2015). Strategy in a digital world. Paper 
presented at the Australasian Conference on Information Systems, South Australia. 
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6.6 LIMITATIONS OF THE RESEARCH 
Time constraint 
As this study was undertaken as part of a Master of Information Technology 
(Research) degree, the standard duration to complete the course is 1.5 years (full 
time) or 3 years (part-time). As such, the research study was constrained in terms of 
its scope, sample size and methodology. These aspects are discussed below. 
 
Research Purpose and Scope 
The scope of this study was to explore conceptions of digital strategy and the digital 
strategy development process in large, traditional organisations mainly in an 
Australian context. This may be considered a limitation as the study’s findings may 
not necessarily be applicable to multinationals, small to medium enterprises, start-up 
companies or predominantly digital enterprises. In addition, as culture may affect 
participant’s conceptions of digital strategy, it is possible that the study’s findings 
may not apply to entities that operate in other geographic locations. Additionally, 
further research may be required to explore the applicability of these findings in 
specific industry sectors or ecosystems.  
 
As the current study is primarily of an exploratory nature, further explanatory and 
confirmatory research is required to validate findings. While briefly explored during 
the data collection process, aspects such as the implementation of digital strategies 
and digital governance are beyond the scope of this study. 
 
Sampling Strategy 
Additional time would have allowed the sample size to be increased to explore 
additional cases in different contexts. It would have also allowed the sampling 
strategy to be altered to invite entities from a greater cross-section of industry sectors 
to participate in this study, which may have resulted in the collection of abundant 
data with the potential to provide additional insight into the phenomenon.  
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Methodology 
Greater time would have also allowed the research team to consider the adoption of 
other methodologies such as grounded theory given the nature and the ambiguity 
surrounding the phenomenon of digital strategy. 
 
Literature Review 
The literature review only explores the concepts of business strategy, information 
technology and digital strategy. While digital strategies may have a role in other 
domains such as marketing, literature from the marketing discipline was not 
specifically examined and is beyond the scope of this study. While digital strategies 
may impact and alter traditional economics and notions of competition, the literature 
review does not seek to investigate the economic implications and changes brought 
about by digital disruption.  
 
The intent of the literature review was not to summarise or discuss every publication 
on the research topic. The objectives of the literature review were to: 
• Explore conceptions of the term ‘digital’; 
• Examine and evaluate the common conceptions of strategy and approaches to 
strategy development from a business perspective; 
• Examine and evaluate key concepts relating to IT strategy and approaches to 
strategy development from an IT perspective; 
• Explore the phenomenon of digital strategy; 
• Synthesise and integrate the different concepts explored in the literature review; 
and, 
• Identify limitations and gaps in existing research and provide a strong 
justification for the need to undertake this study. 
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Appendices 
Appendix 1 – Research Organisation and 
Plan 
 
RESEARCH ORGANISATION 
The project comprises four main phases: Initiation, Planning and Design, Fieldwork 
and Analysis, and Closure. The main tasks to be undertaken in each of these phases 
are summarised in the sections that follow. 
 
PHASES IN THE RESEARCH STUDY 
 
Phase 1: Initiation 
During the Initiation phase, the research problem and context were defined and a 
preliminary literature review was undertaken to identify gaps in and limitations 
of existing literature on the subject and to establish the need for this study. In 
addition, potential methodologies to undertake the research were considered and 
a decision was made to employ both, a qualitative survey and a case study 
approach. 
 
Phase 2: Planning and Design 
During the Planning and Design phase, an interview protocol was developed to 
guide and support the data collection process. In addition, consideration was 
provided to the data collection and analysis methods to be employed and the 
entities to be approached to participate in the study. An ethics application was 
completed and submitted to the University Human Research Ethics Committee 
(UHREC) at the Queensland University of Technology and approval was 
obtained prior to data collection (Approval Number 1400000306). 
 
Phase 3: Fieldwork and Analysis 
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During the Fieldwork and Analysis phase, the interviews will be conducted, 
audio-recorded and subsequently transcribed and analysed. Any documents 
provided by the interview participants relating to digital strategies will also be 
analysed and used to triangulate the findings from the interview data. The 
insights gleaned from each interview will act as input to refine the questions for 
subsequent interviews.  
Six interviews will be analysed as part of the qualitative survey approach. This 
will allow a wide range of conceptions of digital strategies to be elicited. A 
multiple case study will also be conducted across two case organisations. The 
multiple-case study will allow the phenomenon to be studied in greater depth 
either by conducting multiple interviews to triangulate findings or through 
triangulation of methods i.e. interview(s) and document analysis. 
 
Phase 4: Closure 
During the closure phase, the implications for academia and industry will be 
discussed based on the study’s objectives and findings. A useful framework will 
be proposed to guide organisations in formulating a digital strategy. It must be 
noted that further confirmatory research will be necessary to validate this 
framework. A draft of this dissertation will be completed and submitted to the 
project supervisors for review and the thesis will be updated to address feedback. 
A number of iterations of this process will be undertaken until the thesis is 
finalised and ready for submission. 
 
RESEARCH PLAN 
The diagram below illustrates the general approach employed to conduct this 
study. Note that the main purpose of the diagram is to illustrate the main 
activities undertaken to complete this study and the inputs to and outputs from 
each activity. While some activities may have been completed iteratively, this is 
not shown in the diagram to minimise complexity. Also note that the data for the 
qualitative survey approach was coded and analysed before the data relating to 
each case organisation was coded and analysed. Additionally, cross-case analysis 
was conducted to analyse the themes resulting from each case and the findings 
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from this process were compared with the themes that were identified from the 
qualitative survey approach to identify a final set of themes. 
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Research Plan 
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RESOURCES UTILISED 
Significant costs were not incurred in completing this study. The key resources 
used in each phase of this project are listed below. 
 
Initiation 
• Bibliographic management software (EndNote) to manage bibliographic 
information. 
• Software (Microsoft Word) to create an initial research proposal, a Stage 2 
proposal and complete a preliminary literature review. 
 
Planning & Design 
• Qualified resource(s) to aid in reviewing the interview protocol. 
• Software (Microsoft Word) to complete Research Ethics Application. 
 
Fieldwork & Analysis 
• Qualified resource to assist with conducting interview/s. 
• Audio recording device to record interviews. 
• Software tool (NVivo) to store, manage and analyse the data. 
• Bibliographic management software (EndNote) to manage bibliographic 
information. 
 
Closure 
• Software tool (Microsoft Word) to complete dissertation. 
• Printing and binding facilities. 
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Appendix 2 – Interview Protocol 
 
OVERVIEW OF STUDY AND PROTOCOL 
Refer to Chapter 1 for information on the research problem, context and questions as 
well as the research outcomes and benefits expected to result from this study. 
 
This protocol was created to enforce a semi-structured approach to interviewing to 
ensure that fundamental aspects of the phenomenon guided by the research questions 
are explored whilst also allowing for other spontaneous and probing questions during 
the course of the interview based on the interviewee’s conceptions and account of the 
phenomenon. The sets of questions outlined in this protocol are samples questions 
that will posed to the participant, and do not represent a complete or comprehensive 
listing of items to be discussed at each interview. The questions may be refined 
following each interview to provide greater clarity or further explore emerging ideas 
and patterns. 
 
Interviews will be conducted at a location mutually agreed by the interviewer(s) and 
interviewee(s). Both, the primary investigator and the primary supervisor will be 
present at the initial interviews to be conducted. This allows the supervisor with 
considerable experience in conducting semi-structured interviews to guide, mentor 
and prepare the primary investigator for effectively conducting subsequent 
interviews. 
 
DATA COLLECTION PROCEDURES 
 
DATA COLLECTION PLAN AND SAMPLING 
Refer to Chapter 3 for information on the data collection methods and the sampling 
strategy employed in this study. 
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PREAMBLE 
Hi, 
My name is Melinda D’Cruz and I am a Masters student in the School of Information 
Systems at the Queensland University of Technology. The research project I am 
currently undertaking aims to investigate the way in which organisations define, 
develop and implement a digital strategy. The purpose of this interview is to explore 
your understanding of digital strategies and I encourage you to draw on your 
experiences and involvement in the development and/or implementation of a digital 
strategy during your employment at [the organisation]. Note that there are no “right” 
or “wrong” answers. 
 
I would also like to take this opportunity to thank you for participating in this study. 
Note that this interview will be audio recorded and later transcribed. While extracts 
from the interview transcript will be included in the final thesis, the actual names of 
the individuals and organisations participating in this study or other identifiable 
information will not be published. Note that you reserve the right to refuse to answer 
any questions or withdraw your participation from this study at any time. 
 
Before we begin, do you have any questions? And do you consent to participate in 
this interview? 
 
INTERVIEW GUIDE 
Part A (Contextual Questions): 
1. What does your current role involve in [organisation]? 
2. In what ways have you been involved in developing and implementing a digital 
strategy within organisations? 
3. Please provide an overview of your career. 
4. What education and qualifications do you possess? 
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Part B: 
5. What do you think is the purpose of a digital strategy? 
6. What is the role of a digital strategy within an organisation’s broader strategic 
planning processes? 
7. Within an organisation, who is responsible for formulating a digital strategy? 
8. What approach does your firm employ to develop a digital strategy within [the 
organisation and/or client organisations]? 
9. Do you consider this approach effective? 
a. If the respondent indicates it’s effective, probe by asking “What makes this approach 
effective?” 
b. If the respondent indicates it’s not effective, probe by asking “What makes this 
approach ineffective? How can it be improved?” 
10. Can you describe any issues, challenges or barriers you encountered while 
developing a digital strategy? 
11. How did you address these issues, challenges or barriers? 
 
Part C: 
12. In your opinion, does the following definition provide an accurate reflection of a 
digital strategy? Why / Why not? 
A digital strategy represents the plans that an organisation develops and/or the 
activities it undertakes to achieve organisational and/or functional goals, enhance its 
value proposition to customers and improve competitiveness by exploiting available 
digital assets and capabilities. 
13. Do digital strategies have an external focus, internal focus, or both? 
14. At [the organisation], is the digital strategy distinct from other strategies or has it 
evolved as a key component of one or more existing strategies? 
15. What is the scope and boundaries of a digital strategy? Does it displace the 
traditional IT strategy? 
16. Is a digital strategy a corporate-level strategy, business-level strategy or functional 
strategy? What is the relationship between a digital strategy and the various levels 
and types of strategies in an organisation? 
17. What role does design thinking have (if any) in the development of digital strategies? 
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The table below outlines the interview questions which correspond to each sub-
question of this research project. 
 
Research Sub-questions Interview Questions 
What is the purpose of a digital 
strategy? 
5, 12, 13 
What is the positioning of a digital 
strategy within an organisation? 
6, 14, 15, 16 
How do organisations develop digital 
strategies? 
7, 8, 9, 10, 11 
What is the role of design thinking in 
the digital strategy development 
process? 
17 
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SUPPORTING MATERIAL PROVIDED TO SOME INTERVIEW 
PARTICIPANTS 
[The following information was provided to some interview participants to assist 
interviewees in responding to questions that sought to explore the applicability of 
design thinking in the digital strategy development process] 
Design thinking is “a discipline that uses the designer’s sensibility and 
methods to match people’s needs with what is technologically feasible and 
what a viable business strategy can convert into customer value and market 
opportunity.” 
Tim Brown, IDEO (Brown, 2008) 
The Design Thinking Process 
Source: Institute of Design at Stanford (n.d.) 
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Empathize – Seek to understand the user/customer’s needs and behaviour, their 
perspective and what is important to them within the relevant context through 
observations and engagement/interviews. 
Define – Synthesize information gathered to understand the user, identify compelling 
needs and gain insights and bring these elements together by articulating your point 
of view in the form of an actionable problem statement to guide subsequent design 
work. 
Ideate – Generate ideas that span a wide range of solutions 
Prototype – Iteratively generate artefacts to obtain answers to questions and journey 
closer to the solution 
Test – Seek feedback and refine solutions in subsequent iterations 
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TYPES OF PROBING QUESTIONS: 
The table below identifies the various types of probing questions that may be 
employed in the current study. 
 
Probe technique Description Example(s) 
Silence Silence on the 
interviewer’s part my 
prompt the interviewee 
to think out loud 
 
Echo Repeating the 
interviewee’s response 
may prompt the 
participant to elaborate 
on it. 
So you think that X is 
necessary for a digital strategy 
to be effective? 
Elaboration Requests for more 
detailed information 
Could you elaborate on that? 
Clarification Requests greater clarity 
to address confusion or 
obscurities 
What do you mean by that? 
Attention / 
Verbal 
agreement 
Indicates that the 
interviewer is attentive, 
interested in or agree 
with the response 
Okay.  
That’s interesting.  
Completion Prompts the interviewee 
to fully communicate 
their thought 
Do you think there was a 
reason for it? 
(Liamputtong & Ezzy, 2005, pp. 64-65; Whiting, 2008, p. 38) 
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Appendix 3 – Data Coding and Analysis 
NVivo version 11 (qualitative data analysis tool) was used in this study to analyse 
the data gathered. The nodes created in NVivo (codes created) for the data gathered 
as part of the Qualitative Survey and Case Study approaches are included below. 
 
QUALITATIVE SURVEY 
 
LIST OF CODES AFTER FIRST REVIEW 
The screenshots below show the codes (nodes created in NVivo) that resulted 
from the data gathered as part of the qualitative survey approach. 
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CASE ORGANISATION 1: CODES AFTER FIRST REVIEW 
The screenshots below show the codes (nodes created in NVivo) that resulted from 
the data gathered at case organisation 1. 
 
 
 
 
 
  
Appendices 352 
 
CASE ORGANISATION 2: CODES AFTER FIRST REVIEW 
The screenshot below shows the nodes to which segments of text from interview 6 
and the draft digital strategy document of case organisation 2 have been coded: 
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FINAL CODES (CONSOLIDATED LIST OF CODES) 
The screenshots below show the final codes (nodes created in NVivo) that resulted 
from the data analysis process across both approaches (the qualitative survey 
approach and the case study approach). 
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SAMPLE MEMO DOCUMENTED IN NVIVO 
The following provides a sample of the nature of the memos documented by the 
researcher in NVivo to remain reflexive. 
 
Digital Strategy Development – Traditional approach vs. Design thinking 
approach (26/05/2016) 
In relation to digital strategy development, Participant 1 spoke of digital strategy 
development involving the traditional processes of situational analysis, identification 
of options, assessment of options etc. as well as a "parallel path" that is more 
experimental and iterative where design thinking was applied. As a result, I initially 
created separate codes for phases in the traditional approach to strategy development, 
and the phases that form the design thinking process (the parallel path). I also 
initially thought about depicting these phases diagrammatically in two parallel swim 
lanes (i.e. (1) the traditional process and (2) the parallel, experimental path).  
 
The codes initially created under the traditional approach were: "Define Objectives", 
"Research and Situational Analysis", "Identify Options", "Evaluate Options", and 
"Determine Strategy". The codes within the design thinking approach were: 
"Empathize", "Define", "Ideate", "Prototype" and "Test". However, I soon 
discovered that segments of text frequently had to be coded to phases under both 
approaches thereby indicating that there is a lot of overlap between the two 
approaches. For instance, participant 4's comment: 
"so I very much start from defining what the business objective is for the company, 
what they are hoping to achieve and breaking that down further into a marketing 
objective", was initially coded to both the "Define Objectives" node in NVivo under 
the traditional approach, and the "Define" node under the Design Thinking Approach 
(because in the context of strategy development, it was assumed that the "Define" 
phase under the design thinking process could be broadly interpreted to refer to 
defining the objectives for the digital strategy). 
 
Similarly, I perceive the "Ideate" phase as corresponding to the "Identify options" 
phase in a traditional strategy development process. And the prototype and test 
phases of the design thinking process probably correspond to the "Evaluate options" 
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phase in a traditional strategy development process. As a result, I came to the 
conclusion that these approaches are not two distinct / parallel paths independent of 
each other. Hence, rather than having separate codes/nodes for phases under the 
Design thinking approach vs. phases under the traditional strategy development 
approach, it appeared logical to merge the two conceptual paths (i.e. combine the 
phases under both approaches where possible) to product a single set of generic steps 
/ phases that may be employed in the digital strategy development process.  
 
So to some extent, it's probably different terminology, but there are some main 
differences in the way in which the design thinking process is applied. Design 
thinking is more iterative, requires greater involvement / collaboration / engagement 
with and empathy for stakeholders particularly customers in order to gain deep 
customer insights, and involves prototyping and testing of options or potential 
solutions, which is perhaps different to how strategy development traditionally 
occurs.  
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Appendix 4 – Common Sampling Methods 
in Qualitative Research 
 
Sampling Methods Description 
Criterion / Purposive 
sampling 
Involves defining and applying pre-defined criteria for the 
selection of cases that will allow rich, detailed information 
to be elicited about the phenomenon being investigated and 
ensure research quality (Liamputtong & Ezzy, 2005, p. 47; 
Miles & Huberman, 1994, p. 28; Neuman, 2012, p. 147). 
Extreme / deviant 
case sampling 
Involves selecting unusual, extreme or atypical cases with 
unique characteristics that allow the investigator to obtain 
rich, comprehensive information about the phenomenon 
being investigated (Flick, 2006, p. 130; Liamputtong & 
Ezzy, 2005, p. 46; Miles & Huberman, 1994, p. 28; 
Neuman, 2012, p. 151). This is considered a form of 
purposive sampling and can be used to strengthen findings 
(Miles, Huberman, & Saldaña, 2014, p. 32; Neuman, 2012, 
p. 147). 
Maximum variation 
sampling 
Involves selecting cases that facilitate the gathering of a 
wide range of conceptions and experiences of the 
phenomenon being investigated (Flick, 2006, p. 130; 
Liamputtong & Ezzy, 2005, p. 46; Miles & Huberman, 
1994, p. 28). According to Miles et al. (2014, p. 32) it 
involves studying “outlier cases” to verify if the main 
patterns identified are still valid. 
Homogeneous group 
sampling 
Involves selecting homogeneous cases with minimal 
variation in order to investigate a phenomenon in greater 
detail (Liamputtong & Ezzy, 2005, p. 46).  
Typical case 
sampling 
Involves selecting cases which may not be considered as 
very unusual, atypical, deviant or extreme (Liamputtong & 
Ezzy, 2005, p. 46; Miles & Huberman, 1994, p. 28) for 
which “… success and failure are particularly typical for the 
average or the majority of the cases …” (Flick, 2006, p. 
130). This may be considered a form of purposive sampling 
and can be used to strengthen findings (Miles et al., 2014, p. 
32) through literal replication (Cavaye, 1996, p. 237). 
Critical case 
sampling 
Refers to a case that demonstrates or validates the key 
findings of a study (Miles et al., 2014, p. 32). According to 
Flick (2006, p. 130), critical cases are those “in which the 
relations to be studied become especially clear (e.g., in the 
opinion of experts in the field) or which are particularly 
important for the functioning of a program to be evaluated”. 
Snowball or chain 
sampling 
Involves asking a study’s initial participants to suggest other 
individuals who may be interested in participating in the 
study (Liamputtong & Ezzy, 2005, p. 47; Miles & 
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Sampling Methods Description 
Huberman, 1994, p. 28). This sampling method may be 
appropriate when participants are well connected, when 
difficulties may be experienced in approaching potential 
participants or when the intent of the project is to 
investigate social networks (Liamputtong & Ezzy, 2005, p. 
47; Neuman, 2012, pp. 149-150). 
Opportunistic 
sampling 
Involves exploiting opportunities that may emerge during 
fieldwork to gain access to additional participants and/or 
sites (Liamputtong & Ezzy, 2005, p. 48; Miles & 
Huberman, 1994, p. 28). 
Convenience 
sampling 
Involves recruiting research participants based on 
convenience. While convenience sampling may be quick, 
inexpensive, straightforward and require less effort and may 
be appropriate when operating under tight budget and time 
constraints (Flick, 2006, p. 130), the samples may be biased 
and homogenous (Liamputtong & Ezzy, 2005, p. 48; Miles 
& Huberman, 1994, p. 28; Neuman, 2012, pp. 147-148).  
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Appendix 5 – Interview Details 
Interview 
Number 
Type of 
Interview 
Date / 
Time 
Approximate 
Duration 
Interviewers 
1 VIDEO 
CONFERENCE 
27/02/2015 
1:07 PM 
56 MINUTES GREG TIMBRELL 
& MELINDA 
D’CRUZ 
2 TELECONFERENCE 26/03/2015 
10:03 AM 
55 MINUTES GREG TIMBRELL 
& MELINDA 
D’CRUZ 
3 IN PERSON 31/07/2015 
3:03 PM 
54 MINUTES MELINDA 
D’CRUZ 
4 TELECONFERENCE 23/09/2015 
12:09 PM 
69 MINUTES MELINDA 
D’CRUZ 
5 TELECONFERENCE 29/09/2015 
2:07 PM 
33 MINUTES MELINDA 
D’CRUZ 
6 IN PERSON 9/11/2015 
9:42 AM 
40 MINUTES MELINDA 
D’CRUZ 
7 IN PERSON 18/12/2015  
9:38 AM 
32 MINUTES MELINDA 
D’CRUZ 
8 TELECONFERENCE 22/01/2016  
9:30 AM 
50 MINUTES MELINDA 
D’CRUZ 
9 TELECONFERENCE 12/02/2016  
3:47 PM; 
19/02/2016 
3:27 PM 
30 MINUTES  
21 MINUTES 
MELINDA 
D’CRUZ 
10 TELECONFERENCE 8/03/2016 
9:59 AM 
83 MINUTES MELINDA 
D’CRUZ 
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Appendix 6 – Ethical Considerations 
APPROACH EMAIL  
Subject Title:  
Participate in a research study exploring digital strategies 
 
Hi 
My name is Melinda D’Cruz and I’m currently undertaking a Master of Information 
Technology (Research) course within the School of Information Systems at 
Queensland University of Technology (QUT). The study involves exploring the way 
in which organisations define, develop and implement a digital strategy and seeks to 
develop a framework to assist organisations in formulating and implementing a 
digital strategy. 
If you’d like to assist me in this study, I’m looking for individuals who have been 
involved in formulating and / or implementing a digital strategy in one or more 
organisations to participate in an interview. In addition, you will be invited to 
provide relevant organisational strategy documents and plans during the interview 
where possible.  
Please view the attached Participant Information Sheet and Consent Form for further 
details on the study. 
Should you wish to participate or have any questions, please contact me via email. In 
addition, if you wish to participate in this study, please advise if the interview may be 
held at your workplace or another preferred location. 
Please note that this study has been approved by the QUT Human Research Ethics 
Committee (approval number 1400000306). 
 
Thank you for considering this request. 
 
Kind regards 
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Melinda D’Cruz 
Masters Student  
melinda.dcruz@student.qut.edu.au 
 
Dr Greg Timbrell 
Principal Supervisor 
07 3138 4086 
g.timbrell@qut.edu.au 
 
Dr Jason Watson 
Associate Supervisor 
07 3138 1656 
ja.watson@qut.edu.au 
 
School of Information Systems  
Science and Engineering Faculty 
Queensland University of Technology 
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INFORMATION SHEET AND CONSENT FORM 
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